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DEPARTMENT OF THE ARMY
U.S. ARMY ADMINISTRATION : ENTER
OFFICE OF THE COMMANDING GENERAL
FORT BENJAMIN HARKISON, INDIANA 46218

LEADERSHIP MONCGRAPH SERIES

INTRODUCTION

The Army War College's Leadership Monograph Series, which grew
out of the Leadership for the 1970's Study is presented in consolidated
form. On 1 September 1974 the ADMINCEN, the Army's proponent
for leadership doctrine, assumed responsibility for this series.

Present plans call for the continuation of this series on a quarterly
basis.

The L.eadership Monograph Series is dedicated to keeping Army
leaders informed on a broad range of pertinent techniques of
leadership and management. The series will also focus on the
officer corps and seek to highlight the corps' real fiber as well as
express its fundamental value system. Emphasis will be placed on
the individual's responsibilities and obligations to the nation, the
corps and to the individual soldiers he is priviledged to command.

Monographs one through five have been reprinted even though the
data is five years old because they provide a valid and comprehensive
view of leadership perceptions which is an important point of depar-

ture for the continuation of the series. Current plans call for updating
the data base on a periodic basis.,

Your comments, criticisms and contributions which would be beneficial
in improving this publication as well as identifying future topics for
consideration are welcome. Correspondence should be addressed to
this Headquarters, ATTN: ATCP-HR-M,
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US ARMY WAR COLLEGE LEADERSHIP MONOGRAPH SERIES

PREFACE

In 1971, a study on '"Leadership for the 1970's" was conducted by the

US Army War College at the direction of the Chief of Staff. Shortly
thereafter, teams from the CONARC Leadership Board visited Ammy posts,
cenps, and stations throughout the world, discussing professionalism
and leadership, and gathering data which represents the views of leaders
at all grade levels on the subject 4f leadership.

The information collected by the CONARC leadership teams constitutes
the largest data base on A:ny leadership ever assembled. The US Army
War College, with assistance from the Office of the Deputy Chief of Staff

for Personnel, hasg undertaken the task of analyzing this massive data
base.

The results of these analyses, and related material, will be published

as a continuing series of monographs over rhe next several yearsg. 1t is
our hope that these monographs will be of practical walue to those charged
with the responsibility for policies and programs of leadership development.

It should be noted that the views expressed in the monugraphs are those of
the authors and not necessarily those of the Department of Defense, the
Department of the Army, or the US Army War College.

FRANRKLIN M. DAVIS, JR.
Major General, USA
Commandant
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*“ Not To Promote War, But To Preserve Peace "’

L4 AR LA A Sl ok S

Bl i oSt ok




G
)

s

o

&
=

=

TN

-
Pl
3

~

BACKGROUND OF THE U3 ARMY WAR COLLEGE MONOGRAFH SERIES

The USAWC Basic Study.

In January of 1971 the Chief of Staff of the Army directed the
US Army War College to undertake a study of Army leadership. The major
findings were presented tc him on 3 June, and to the Secretary of the
Army and the Army Folicy Council on 16 June, (A comprehensive descrip~
tion of the study was published in Leadexrship for the 1970's: USAWC
study of Leadership for the Professional Soldier, 20 October 1971.)

As the potential utility of the study became apparent, close liaison
was established with the CONARC Leacership Board, organized at Fort Bragg
in May 1971.

CONARC Leadership Board.

The CONARC Leadership Board, organized at the direction of the
Chief of Staff of the Army, and headed by then Brigadier General Henry
C. Emerson, incorporated the methodology and findings of the AWC study
into its world-wide seminar program. Thiz program sent carefully trained
leadership seminar teams to all Army installations {other than Vietnam)
which had a population of 5000 or more. As part of this program,
leadership data were collected frem 30,735 Army personnel. These data
form the largest informaticn base on leadership ever colleccted.

World-wide Sample.

Even a sample gize much smaller than 30,000 would have far surpassed
the number of respondents needed to provide valid representation of
various aspects of overall Army leadership. However, the great value of
such 2 massive data base becomes apparent when it permits focusing on
specific sub-groups within the Atmy. For example, we can study the
leadership ideas of Artillery majors, or non-white Infantry captains,
or subordinates of non-white majors, and have confidence in the statis-
tical indicators resulting from the analysis.

Use to Date.

The data from the world-wide survey were summarized for each major
comiand, and the findings were provided directly to the major commanders.
Many commanders found the data from their command of considerable value.
For example, the 82nd Airborne Division has used this information as the
basis for a comprehensive, continuing program of leadership training and
action. The US Miliiary Academy has inciuded the original study as an
integral part of thelr leadership instruction, and the US Army Infantry
Schcol has incorporated both methodology and substantive findings in
portions of its curriculum., Selected Command Sergeants Major, assembled
at Fort Bliss in 1972 to help construct the new curriculum for the
Sergeants Major Academy, made extensive use of the findings in designing
leadership instruction for potential Sergeants Major.
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Data Base Potentijal.

While both the War College iritial study and certain portions of
the world-wide data collection effort already have been put to practical
use, the unique and potentially rich resource represented by the nearly
30,000 responses has not been tapped as an ertity to disclose trends and
characteristics of sub-groups such as those previously mentioned. The
current Army War College Leadership Monograph Series is the first effort

I\h v
N

to analvze this wide data base in depth and to report on pertinent !

findings.

Leadershin in Perspeative,

These Leadership Monographs are -esigned to provide practical infor-
mation to school faculty members, individual o!ficers, and students of
leadership concepts and methods. The ultimate objective cof tire monographs
is to vontribute to the combat eifectiveness of the Army by continued
improvement of individual leadership and the leadership climate in which
operations and training take place. It is recognizcd throughout this
discussion that leadership remains aa inexact, personality-oriented,
situationally-dependent function; and that leadership is but one of the
kev elements which determine organjzational effectiveness., But in this
era of rapid change, both within the US Army and throughout other people-
oriented instirutions in American sociaty, insight into the various
aspects of leadership seems to be particularl!y retevant to the many
problems at hand. For Army officers, commiszioned or non-commissioned,
leadership is our profescion and demands continued stucy ind development.

Theoretical Concept of the Original Study.

The original Army War College study, Leadership for the 1370's,
focused on the idea of reciprocity as expressed through thn concept of
an informal contract which exists between the individual and the organi-
zation. This monograph series retains the same focus. However. the
wapplication of the concept of informal! contract has beer sharpened in
cach case to pinpoint that portion of rhe ''contract” that invelves the
individval leader, his superior, and his subordinates. The basic idea
is that rhe individual leader at anvy level in the organmization expects
certain behavior from hi~ » périor, ‘rom his -ubordinates, and from
himself. Also, both hi: super:ior and hic< subordinates expect certain
behasier from him. it appears that only when these expentations--the

“terme” of the informal contract--are known and met thar- true leadership
can take | lace.

The degree to which the informal contract is fulfilled both upward
and dowaward throughout the hierarchy of the organization determines in
great part the total leaderc<hip climate of the organization. If only
the expectations of superiors are recognized as important, the result i3
high rorential for organizational tyranny {n which only raw power, and
¢ rmand through rear and punishment can be use”. At the othcr extreme,
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when only the expectations of subordinates are recognized, there is high
potentia} for unproductive permissiveness, cenfusioa, aad unbounded dis-
organization. Obviously, neither of these two extremes will gllow an
effective, disciplined, voluntzer Army to exist. Thus the central theme
of the original study and thin monograph is:

THE LEADERSHIP X'ST APPROPRIATE FOR THE 1970'S IS THAT
WHICH PRODUCES A TOTAL LEADERSHIP CLIMATE CHARACTERIZED
BY RECOGNITION AND FULFILLMENT OF I'HE INFORMAL CONTRACT

IN ORDER TO INSURE MISSIOMN ACCOMPL{SHMENT OVER THE LONG
TERM.
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Basic Hethodolegvy.

This monograph series will stter~t to define the appropriate cerms
of the infoxmal contract, and the exZent t» which they were being recog-
nized and fulfill.d tnroughout the Zrmy. In order to do this, attention
will be focused on what appear to b: four basic leadership "modules"
within the Army. * These modv'es are: Junior NCO leadership (E4-E6);
Senior NCO leadership (E7-E9); Company Grade Officer leadership (C1-03);
and Field Grade Officer leadership (04-06). A trifocal view of each
module will be used in each of two ways 2s disgrammed below:

I

A= seen by
Supariors

Of Superiors

e b i

— Leadership of
{ns seen by

Self

Expectations heid

of 7;‘
Themselve~_j

o

Selected level by Selected level

As seen by
Subordinates

Cf Subordinates

TRI-FOCAL VIEW OF LEADERSHIP MODULES

Data for this tri-focal view of lesdership were cobtained by asking
about one-third of the 30,735 respondents to complete a written question-
naire describing the leadership of their immediate superior; another third
to complete the questionnaire, describing the leadership of one of their

immediate subordinstes; and the final third te complete the questionnaire,
describing their own leade-ship.
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In addition to various demographic it-ms and # measure of satisfgectiom
with the overall performance of rhe individual deacribed, the questionnsire
ased in the study included a list of 43 specific 1tems ot behavior which
Army leaders commonly demonstrate. For each vehavior, three quesctions
were asked: ‘"How often does he?" '"How often should he?' and "How importaant
was this to vou?" The first question is a measure of perceived actual
o..r formance; the second a statemen. of expectations, and the third an

indicator or weighting factor oi the criticility of the behavicr as
rerceived by the respondent.

Aoout half of the 43 behaviors were derived fairly directly Irom the
: 1oncering leadership research conducted over the years at Ohio State
‘niversity under an Office of Naval Research Program. The other items
-ze derived from various pre-tested sources and were included in order
v ta1for the list to conrorm 8¢ ciosely as possible to the particular
«ands o1 current Army leadership.

atent of the Monograph Series,

The tasic objective of the series is to exploic the urilitarian
otential of an extraordinary data base by providing insight regardiing
.cadership information pertaining to specific groupings of Army leaders.
in order to present useable information in convenient fermat at the
arliest practicable rime, each of the monographs will address a particular
.evel or aspect of leadership. Svch variables as length of service, grade,
:ace, branch, and education will be addressed trom the tri-focal perspec-
1ve previously described. Additionally, the monograph series may include
.-lated information derived from other studies related to contemporary
rmy leadership. In all cases the criteria for monograph subject matter
.1l be its relevance to current problems and opportunities in the realm

-

o5 praccical leadership in today's Army.

Lrhe behavsiors used in the questionnaire are listed on the ‘nside
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{ MONOGRAPH # 1: DEMOGRAPHIC CHARACTERISTICS OF US ARMY LEADERS

—

PURPOSE

The purpose of this first US Armv War College Leadership Monograph
{s to lay a foundation. For the student of leadership, whether he is
new or expevienced, this monograph does not suggest what to do. 1t is a
reconnaissance of the people who comprise most of the Army's leadership
structure--and therein lies {ts practical, useable value. The monograph
will answer questions such as the following:

1. What are the grade distributions for the superiors of

Junior NCOs, Senior NCOs, Company Grade Off‘:ers, and Field Grade Officers

in the sample?

2. What are the grade distributions for subordinates of
Junior NCOs, Senior NCOs, Company Grade Ufficers, and Field Grade Officers
in the sample?

3. From what areca of the country do most of the Army's Junior
NCOs, Senior NCOs, Company Grade Officers, and/or Field Grade Officers
come?

4. What percentage of white and non-vhite Company Grade and
Field Grade Officers enterad the Army as enlisted men?

5. What are the main dewog-aphic differences between white
and non-white leaders at any given level of leacdership?

METHOD AND DATA

As mentioned in the series introduction, most of the subsequent
monographs will focus on various aspects of one or more of four basic
leadership modules--Junior NCO leadership, Senior NCO leadership, Company
Grade Officer leadership, and Field Grade Officer leadership. Each module
contains three groups intimately involved with the leadership level of
the module. These are: (1) the leaders at that level themselves;

(2) superiors of leaders at that level; and (3) subordinates of leaders
at that level.

This initial monograph provides the demographic characteristics of
each of these three groups for each module. In addition, each group is
further broken out by race. For this presentation the racial variable
has been simplified to look at only whites and non-whites. This breakdown



has resulted in 24 separate categories or groups of individuals. Figure |
presents these categories and the number of individuals in each. Figure 2
provides a 'thumbnail sketch’ of the average individual in each category.

For each category, circle charts have becn used (Figures 3 - 6) to
indicate the percentage distribution of seven demographic characteristics
within that category. These characteristics are age, grade, length of
service, education, method of entry into the Army, geographic area of
origin, and type of community environment prior to entering the Army.

In general, the charts speak for themselves. 1In combination, the
charts describe with considerable precision the demographic character-
istics of Army leaders. When you study the charts and make your own
analyses, you can begin to see some internsting and useable facts and
relationships. In the findings section, comment will be made on some of
the more significant comparisons.

There are numerous ways of snalyzing the data in the circle charts.
We could study the data in terms of percentages, mean values, difference
scores, or correlations. Using all available means would provide the
most complete understanding of the content. Such an analysis, however,
would be unduly complex. Contradiction would arise which would be a
function not of the meaning of the data, bur rather of the purpose and
method of analysis chosen.

A percentage analysis has certain limitations, well known to the
statistician. Nevertheless, a percentage analysis will make the data
more useful to a greater- number of people. The figures and the findings,
therefore, are built around the percentage--in the belief that this
method of analysis has greatest utility in providing a reconnaissance of
the characteristics of those who comprise the Army's leadership structur .
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NUMBER OF INDIVIDUALS IN EACH CATEGORY

o gwye o ze

LEADERSHIP NUMBER OF INDIVIDUALS
MODULE POSITION RACE IN EACH CLASS
White 3,223
Superiors 3,922
Non-white 699
JR. White 2,398
NCO Jr. NCOs 3,106 8,392
Non-white 708
White 1,106
Suborainates 1,364
’ N Non-white 258
White 1,800
Superiors 1,995
Non-white 195
SR. White 1,995
NCO Sr. NCOs 2,506 6,996
Non-white 511
White 1,941
Subordinates 2,495
Non-white 554
White 1,122
Superiors 1,201
Non-white 79
COMPANY White 2,245
GRADE Co Gd Ofcr 2,373 6,036
OFFICER Non-white 128
White 2,031
Subordinates 2,462
Non-white 431
White 642
Superiors 665
Non-white 23
FIELD White 1,871
GRADE Fld Gd Ofcr 1,993 6,817
OFFICER Nou-white 122
White 3,788
Subordinates 4,159.
Non-white 371
Figure 1
1-4




THUMBNAIL SKETCHES OF THE "AVERAGE" INDIVIDUAL IN EACH CATEGORY g
\ {
r - 5 !
o w o g ey
O v ] Iy
o n o v ~ o
9 N> 1] v g o )
Py (85 (E.l B |2 | 2
O < K% SRR < 0
Wh 3up of Jr. NCO [[E7 29-35 110-20 | Vol |Sm City |[S-MW Some Col :
Non~Wh Sup of Jr. NCO [ E6-7 129-35 [10-20 { Vol |Sm City {S H.S. Dip. 2
H
Wh Jr. NCO {ES 22-28 | 5+ Vol |Sm City |[S-NE-MW}H.S. Dip. :
Non-Wh Jr. NCO || E6 22-28 | 5-10 | Vol |Md City |S H.S. Dip.
Wh Sub of Jr. NCO |}l EA-5 {22-28 | 2- 5 | Vol |Sm Town |NE-S-MW]|H.S. Dip.
Non-Wh Sub of Jr. NCO [l ES5 22-28 | 2- 5 | Vol |Md City |S H.S. Dip.
Wh Sup of Sr. NCO || EB8-03{29-45 [10+ Vol |Sm City jS-MW-NE{Some Col.
Non~Wh Sup of Sr. NCO || E8-9 [29-45 [10-20 | Vol !ISm City |S H.S. Dip.
Wh Sr. NCO J|E8 36-45 |10+ Vol |{Sm Town |[S-MW H.S. Dip.
Non-Wh Sr. NCO {E?7 36~45 [10-20 | Vol |Sm Cit- |S H.S. Dip.
Wh Sub of Sr. NCO [E5-6 [22-28 | 5-10 | Vol |Sm City |S-NE-MW|H.S. Dip.
Non-Wh Sub of Sr. NCO | E6 29-35 {i0-20 [ vel |&m City |S H.S. Dip.
Wh Sup of Co Gr Of || 04 29-45 |[10-20 Off |Sm City INE-S-MW|Col. Deg.

Non-Wh Sup of Co Gr Of ||04 29-45 {10-20 | Vol |Sm Citv |S Some Col.
g (0cs)
Wh Co Gr Of {102-03122-28 | 2~ 5 | Off |Sm-Md Cy|NE-S-MW|Col. Deg.
Non-Wh Co Gr Of i{02-03(122-28 1- 5 | off {Sm~Md Cy|S-NE Col. Deg.
Wh Sub of Co Gr Of jj EB-9-122-28 | 2-10 | Vol {Sm City |S-NE Some Col.
01
Non-Wh Sub of Co Gr Of [[E7 29-45 110-20 | Vol |Sm City (S H.S. Dip.

Wh Sup of Fd Gr Of [[06 36over{20+ Off {Sm City |[NE-S-MW|Col. Deg.

Non-Wh Sup of Fd Gr Of {05 36-45 |10-20 | Off [Md City |S Col. Deg.
Wh Fd Cr Of }i05 36-45 |10-20 | Off |Sm City |NE-S-Mw([Col. Deg.
Non-Wh Fd Gr Of jJ05 36-45 {10-20 | Off |Sm City |S Col. Deg.
Wh Sub of Fd Gr Of {03 36-45 10-20 | Off |Sm City |S-NE-MW|Col. Deg.
Non-Wh Sub of Fd Gr Of |{01-03|36-45 110-20 | Vol |Sm City |S Soae Col.
(0C8)
Figure 2
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SUMMARY OF FINDINGS

In the introduction to this monograph five questions were listed
which are illustrative of the kinds of questions which could be answered
by the data presented in the paper. As a means for summarizing the
general findings of this monograph, the answers to those five questions
are presented below.

1 & 2. The grade distributions of superiors and subordinares
within each of the leadership modules as well as tke distributions for
leaders who described themselves are presented directly in the circle

-charts of Figures 3 - 6.

3. White Army leaders in the four leadership modules are about
evenly distributed in geographical area of origin between the South, Mid-
west, and Northeast with a total of only 20-25% coming from the rest of
the United States. About half of all non-white leaders come from a
single geographical area, the South. This is especially striking for
Field Grade Officers and Senior 1{Ns. This finding may have implications
for future recruiting efforts.

4. The leve! of enlisted experience among these leaders is
higher than one might suppose. Forty-one percent of white and 437 of
non-white Company (rade Cfficers entered the Army as eanlisted men.
Among Field Grade (fficers, 387 of whites and 217 of non-whites had
enlisted experience.

5. 1In viewing the demographic data, racial comparisons seem
most prominent. One of the more striking findings is that for almost
any level, a considerably higher proportion of non-whites than whites
entered the Army as draftees rather than volunteers. This finding could
indicate that retention efforts within the Army are relatively more
effective when dealing with non-whites than when dealing with white
draftces. In the arza of education, non-whites seem to be considerably
behind their white counterparts. For example, while about 387 of white
Field Grade Officers have completed Masters' Degrees, only 197 of the
non-white Fileld Grade ufficers have done so. Among white Company Grade
Orficers, 774 have a college diplomn; among the noan-white, only 677.
on-whites {or any given 2rade level are oider and have more years in
service than their white wounterparts. This finding, as well as the
findings on level of education, are most apparent at the more¢ senior
levels--thus indicating that any discrepancy in opportunity between
white and non-white officer personnel in the Armyv may be decreasing.

The above findings should not be taken as an exhaustive list of the
questions which may be answered by the data presented in this monograph.
They are rather only illustrative of the kinds of questions appropriate
for analysis using these data.
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LIMITATIONS

In collecting the data upon which this and subsequent monographs
are based, no attempt was made to insure that sub-sample sizes would be
proportional to the population groups which they represent. For example,
the sample of Junior NCOs is larger than the sample of subordinates of
Junior NCOs. However, within each sub-sample, the number of individuals
included is large enough to insure a high degree of confidence that data

reported concerning the sub-group are representative of similar leaders
throughout the Army.

1t should be noted also that these data were collected in 1971 and
that the Army ha. changed in significant ways since then. Whether or
not answers to the questionnaires today would be the same as the answers
given in 1571 is a researchable question. Several efforts are currently
underway or planned to answer this and other questions. These new data
will be reported in subsequent monographs as they become available. A
primary poj to be made about the current data is that they form a base
point for the study of Army leadership. They represent the largest
sample of leadership ever collected in any organization. They are a
point from which to measure change. Not change in principles. for the
principles do not change, but rather change in application--in doing,

developing, and constantly improving so as to provide the soldier with
the leadership he deserves.

CONCLUSION

In this first US Army War College Leadership Monograph, an attempt
has been made to provide the reader with some of the general character-
istics of various groups who make up Army leadership. The authors have

attempted to present the data in useable form and to hold their comment
to a minimum.
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MONOGRAPY. # 2: SATISFACTION WITH US ARMY LEADERSHIP

The purpose of this monograph is to present data associated with
the general level of satisfaction with the overall performance of Army
leaders. As was done in Monograph # !, 24 different groups of leaders
will be investigated. Each of the four leadership modules (Field Grade
Officer, Company Grade Officer, Senior NCO, and Junior NCO) is split into
three categories on the basis of perspective (superior, self, and subordi-
nate). These categories, in turn, are each cpiit into two racial groupe
(whice and non-white).

By computing simple percentage figures among these 24 groups, we can
answer questions such as the following on overall satisfacticn with Army
leadership:

I. How satisfied are superiors at any given level with the
overail performance of their subordinate leaders”

2. How satisfied ai. subordinates at any given level with the
overall performance of their immediate superioss?

3. How satisfied are leaders with their own performance, and
to what extent does this agree with the views of their immediate superiors
and subordinates?

4. What is the relationship between race and satisfaction with
leadership at any given level?

Another way of looking at the data is through correlational analyses.
This method of analysis is designed to discover which of the 43 behaviors

used in the study (see inside back cover of monograph) are most closely
related to satisfaction with overall performance. Since the behaviors
are things that a leader can actually do, the results of correlational
analvses have considerable practical value.

Correlational analyses can be used “o answer such questions as:

1. At eacn level of leadership and from each perspective, what
leadership behaviors are most tloseiv retated to satisfaction with over-
al! performance?

2. Are these behavicrs the same or different for superiors
and subordinates?

3. Are there differences between racial groups in the behaviors
most ¢loselv associated with satisfaction with overall performance?

4. Are there some behaviors which are negatively related to
satisfactior with overall performance (i.e., where higher frequency of
e hehavior yields lower satisfaction with overall performance)?

Dt e e B S g o i: = e e - o o =




METHOD AND DATA

Figures 1 - 4 present a satisfaction percentage break-out for each
of the six groups within each of the four leadership modules (Field Grade
Officers, Company Grade Officers, Senior NCOs, and Junior NCOs). Each
circle chart gives the response percentages of the individuals in the
respective group who answered the question, '"How do you personally feel
about the overall performance of the individual you have used as a ref-
erence in this study?" In addition, under each circle chart is the
average response of that group (measured on a 7-point satisfaction scale)
and the number of individuals in the group.

Figures 5 - 8 present for each group the ten leadership behaviors
(in rank order) most highly correlated with satisi- tion with overall

performance. Included also are the correlation coefficients used in the
ranking procedure.

Correlation is a measure of tbe relationship between two variables--
in this case, satisfaction with overall performance and each of the 43
leadership behaviors. The correlation coefficient can range from +1.00,
through 0, to -1.00. A perfect positive correiation (+1.00) would indi-
cate that if an individual in the group had a score of 7 for the behavior
(i.e., did it "all the time"), he would also have a 7 for the overall
performance question (i.e., totally pleased in all respects). If an
individual had a 1 for the behavior (i.e., did it '"none of the time"),
he would have a 1 on the overall performance question (i.e., totally

displeased in all respects). A perfeci negative correlation (~1,00) would

indicate exactly the opposite. That is, if an individual had a 7 on the
behavior he would have a 1 on overall performance. A zero correlation
indicates that there is no relationship between frequency of performing
the behavior and satisfaction with overall performance.

In general, the larger the correlation between a behavior and satis-
faction with overall performance (either positive or negative), the
closer the relationship between the two. For example, if we find a cor-
relation of .80 between the behavior "He is easy to understand" and
satisfaction with overall performance, we know that most people who are
seen as always easy to understand will most probably be seen as high in
overall performance. By the same token, people who are seen as never or
seldom easy to understand will be seen as low in overall performance.

Negative correlation indicates an inverse relationship. An example
of a negative correlation might be between the behavior "He is selfish"
and overall performance. Here a correlation of -.80 would indicate that
individuals seen to be always selfish will be seen as low in overall
performance, and those seen as never or seldom selfish will be seen as
high in overall perfcrmance.

In practice, correlations as high as .80 are seldom found when deal-

ing with large groups of individuals. In this study, correlations of
.40 and higher are considered quite strong, and correlations between
.20 and .40 are large enough for some meaningful generalization.
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SATISFACTION WITH OVERALL PERFORMANCE
, OF FIELD GRADE OFFICERS

How do you personally feel about the overall performance of the
INDIVIDUAL you have used as a reference in this study?

i

SCALE:
¢ (D TOTALLY DISPLEASED (4) LUKEWARM--NO STRONG FEELINGS
3 - IN ALL RESPECTS 5) SOMEWHAT PLEASED
(2) HIGHLY DISAPPOINTED (6) HIGHLY PLEASED
(3) SOMEWHAT DISAPPOINTED (7) TOTALLY PLEASED IN ALL RESPECTS

i bl g L e

White Non-White
47%

SUPERIORS
oFr
FIELD GRADE
OFFICERS

=]
hon
~
—
w

FIELD GRADE
OFFICERS

=
(|
—
o -
(o]
~4

2 2

SUBORDINATES
OF
FIELD GRADE

OFFICERS

Figure 1
X -~ Mean
r - Number of Respondents
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SATISFACTION WITH OVERALL PERFORMANCE
OF COMPANY GRADE OFFICERS

How do you personally feel about the overall performance of the
INDIVIDUAL you have used as a reference in this study?

SCALE-
(D TOTALLY DISPLEASED (4) LUKEWARM--NO STRONG FEELINGC
IN ALL RESPECTS (5) SOMEWHAT PLEASED
(2) HIGHLY DISAPPOINTED (6) HIGHLY PLEASED
(3 SOMEWHAT DISAPPOTNTED (@ TOTALLY PLEASED IN ALL RESPECTS
White Non-White
59% 58%

SUPERIORS
OF
COMPANY
GRADE
OFFICERS

) 4

~

COMPANY
GRADE
OFFICERS

&

SUBORDINATES
OF
COMPANY
GRADE
OFFICERS

R = 5,07
n = 2129

Figure 2
X = Mean
n « Number of kespondents
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SATISFACTION WITH OVERALL PERFORFANCE
OF SENIOR NCOs

How do you personally feel about the overall performance of the
INDIVIDUAL you have used as a reference in this study?

SCALE:

(D TOTALLY DISPLEASED ®
IN ALL RESPECTS (3)
0O

LUKEWARM--NO STRONG FEELINGS
SOMEWHAT PLEASED

() HIGHLY DISAPPOINTED HIGHLY PLEASED

(3 SOMEWHAT DISAPPOINTED

(@ TOTALLY PLEASED IN ALL RESPECTS

Non-White

K bk

: SUPERIORS

OF

SENIOR

3 NCOs

E ) % = 5.32 ‘. % =5.22
= n = 2116 n = 314

TR

SUBORDINATES
] OF
3 SENIOR
1 NCOs
; % = 5.00
n = 1943
Figure 3
X - Mean
n - Number of Respondents
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SATISFACTION WITH OVERALL PERFORMANCE
OF JUN!OR NCOs

How do you personally feel about the overall performance of the
INDIVIDUAL you have used as a reference in this study?

SCALE:

(D TOTALLY DISPLEASED (4) LUKEWARM--NO STRONG FEELINGS
IN ALL RESPECTS (5) SOMEWHAT PLEASED
(@ HIGHLY DISAPPOINTED (6) HIGHLY PLEASED

(3 SOMEWHAT DISAPPOINTED

(@) TOTALLY PLEASED IN ALL RESPECTS

SUPERIORS
OF
JUNIOR
NCOs

n = 697

SUBORDINATES
OF
JUNIOR
NCOs

Figure 4
X - Mean
n - Number of Respondents
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SUMMARY AND DISCUSSION

{

‘f“mw'll |
Nowge

The answers to the eight questions listed earliar may be derived
directly from inspection of Figures 1 - 8. One of the more interesting
findings from Figures 1 - 4 is that the level of satisfaction with over-
all performance {s quite high for all groups. This is a highly positive
indicator of the generally high caliber of Army leadership. Most of the
Leadership Monographs focus orn leadership problem areas since the mono-
graphs are, by design, directed toward helping Army leaders improve their
leadership. As a result, readers may get the impression that Army leader-
ship is filled with problems. This would be incorrect. Army leadership,
according to the rather massive and comprehensive data base used in these
studies, is extremely good. Most of those involved--superiors, leaders,
and subordinates alike--are generally satisfied with the leadership at
all levels within the Army.

A o B OSSR AR
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In working with the full set of correlations between the frequency of
performance of the 43 behaviors and satisfaction with overall performance,
one behavior was consistently surprising. For every group, the correlation
between the behavior, "He establishes and maintains a high level of disci-
pline" and satisfaction with overall performance was both relatively large
and negative. This held true for superiors, subordinates and individuals
describing themselves; for whites and non-whites; and for Field Grade
Officers, Company Grade Officers, Senior NCOs, and Junior NCOs. This
finding could mean that, for example, if a superior feels that his subordi-
nate quite frequently establishes and maintains a high level of discipline,
the super.or is relatively less satisfied with that subordinate's overall
performance, If the superior feels that his subordinate seldom establishes
and maintains a high level of discipline, he will be relatively more satis-
fied with that subordinate's overall -ierformance. While this is a
possible interpretation, it is contradictory to basic assumptions about
discipline and leadership within the military situation. Looking further
into this relationship, we found that this behavior was one that most of
the 30,000 respondents felt was present more frequently than it should be,
Thus it may be that while a high level of discipline is a good thing, it
is seen as a behavior which easily can be overdone and thus detfact from
overall performance. Another and more probable interpretation is that
units with high overall performance may not r:quire the emphasis on disci-
pline that is required in a iess well-functiouing unit. [rhis would result
in high frequencies of "establishing and maintaining a high level of
discipline" being associated with lower levels of satisfaction with over-
all performance. From these data, it {s obvious that the relationship
between discipline and overall performance is exceedingly complex and
should be investigated further. On the practical side, this finding
suggests that individual leaders might look carefully at their own
vehavior in this area to determine if they are overdoing a good thing.

Another particularly interesting finding from the correlation analysis
concerns the lists of 10 behaviors which are ccrrelated most highly with
satisfaction with overall performance. 1If we look at white aad non-white

field grade officers who Cescribed their own behavior (Figure 5), we note
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that the list for non-white field grade officers contains 7 negative cor-
relations while that of white field grade officers contains only one.

These negative correlations occur for negatively worded behaviors such
as, "1 hesitate to take action in the absence of instructions.'" Therefore
negative correlations with overall performance are logical and expected.
The interesting point is the magnitude of the correlations. 1If these top
ten behaviors are taken as the behaviors which determine satisfaction with
overall performance, then white and non-white field grade officers are
saying quite different things. The non-white field grade officer is saying,
in effect, that he will be satisfied with his own overall performance if
he does not do or avoids doing negative things such as "hesitating to
take ac actxon," "failing to show appreciation for priorities of work,"
"making it difficult for subordinates to use initiative," etc. On the
other hand, the white field grade officer is saying that he will be satis-
fied with his own overall performance if he does do positive things such

s "being technically competent to perform his duties,™” "seeking additional
and more important responsibilities,” 'being aware of the state of his
unit's morale and doing all he can to make it high," etc.

This white varsus non-white difference could well be the result of
a degree of racial prejudice and discrimination experienced by the non-
white officer especially during the time (10-20 years ago) when he was
first entering the service, adjusting to its requirements, and learning
its formal and informal policies. During that time, it was perhaps more
important for the non-white officer to avoid making mistakes than it was
for him to stand out in a positive manner. It is interesting to note
that this pattern of negative items was not found for non-white company
grade officers nor for non-white NCOs. This would indicate that the racial
climate of the Army has improved significantly in more recent times.

Another important finding is that "He communicates effectively with
his subordinates™ appears to be very closely associated with high satisfac-
tion with overall performance. This behavior is among the top ten for
almost every group in the studv. This finding corresponds directly with
the observations of some of our most experienced field commanders.

There are two other behaviors highly related to satisfaction with
performance at all levels: "He sets the example for his men on and off
duty" and, '"He sets high standards of performance.’ These two, and the
communication behavior above, are basics of Army leadership. The data
suggest strongly that if an Army leader does these three things well, his
overall performance will take care of itself. On the practical side,
this finding could serve as a means of establishing priorities within
unit programs aimed at leadership development.

In going over the data presented in Figures 1 - 8, the reader will
find other relationships, patterns, and insights relevant particularly
to his own situation. The findings discussed here are some of those which
"caught the eye' of the authors. They are not necessarily the only or
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evan the most important findings contained in the data. The reader is
invited to compare his own situation, his perceptions, and his feelings
with those expressed here.
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MONOGRAPH # 3: JUNIOR NCO LEADERSHIP!

As stated in Monograph # 1, Demographic Characteristics of US Army
Leaders, a Junior Noncommissioned Officer has been defined as an individual
in pay grades EA4, E5, or E6. Such individuals in the Army hold many direct
leadership positions such as drill sergeant, squad leader, and fire team
leader. Many occupy specialist positions which require various degrees
of leadership. Obviously, these Junior NCOs are one of the most important
groups of Army leaders. They deal most directly with and are responsible
for leading entry level or first term soldiers and often are first term
enlistees themselves.

In this monograph we will present superior and subordinate views of
Junior NCO leadership. Further, we will examine the views of Junior NCOs
themselves concerning their own leadership, the leadership they receive
from their superiors and the leadership behavior of their subordinates.
In this way we hope to make explicit the terms of the informal contracts
which exist between Junior NCOs and their supericrs and subordinates.

The information in this monograph will answer the following questions:

1. What are the most important leadership behaviors for the
Junior NCO from the point of view of their superiors, their subordinates,
and Junior NCOs theuselves?

2. What do Junior NCOs pe-ceive as the most important leader-
ship behaviors on the part of their superiors and subordinates?

3. Which leadership behaviors do Junior NCOs perform most
frequently according to themselves, their superiors, and their subordinates?

4. Which leadership behaviors do Junior NCOs beiieve their
superiors and their subordinates perform most frequently?

5. Whick leadership behaviors should be performed most fre-
quently by Junior NCOs according to themselves, their superiors, and
their subordinates?

6. Which leadership behaviors do Junior NCOs believe should
be performed most frequenctly by their superiors and their subordinates?

7. For which behaviors do superiors, subordinates and Junior
NCOs themselves see the greatest shortfalls in Junior NCO leadership?

8. For which behaviors do Junior NCOs see the greatest short~
falls in their superiors and in their subordinates?

15 summary of the background and theoretical foundations of the
study was included in both Monograph 1 and Monograph 2,
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METHODOLOGY

On the following pages are presented summaries of geveral aspects of
Junior NCO leadership.

‘Most Important" Leadership Behavior.

Figure 1 focuses on the leadership behaviors seen as most important
by Junior NCOs themselves, by superiors of Junior NCOs, and by subordinates
of Junior NCOs. 1In Figure 1, there are five lists pertaining to leadership
and the Junior NCOs. On each list, items are listed in rank order of
importance. The Juniox NCO's view of his own leadership is in the center;
the Junior NCO's view of the leadership of his superior in the upper right;
ard the Junior NCO's view of the leadership of his immediate subordinates
in the lower right. The other two lists are the views of immediate superiors
of Junior NCOs in the upper left; and the views of immediate subordinates
of Junior NCOs in the lower left, both describing the leadership of
Junior NCOs.

""Most Frequent" Leadership Behavior.

Figure 2 focuses on the leadership behaviors which are done or dis-
played most frequently., As in Figure 1, five lists are presented. This
figure is basically a description of perceived leadership behavior. On
the left side of Figure 2 are descriptions of Junior NCO leadership as
perceived by superiors of Junior NCOs and by subordinates of Junior NCOs.
In the center of the figure is the Junior NCO's descripticu of himself,
and at the right his description of his superior and his subordinate.

"Desired' Leadership Behavior.

Figure 3 focuses on the leadership behaviors which individuals feel
should be done most frequently. The five lists in Figure 3 are basically
expectations or lists of desired behavior. On the left of the figure
are listed the behaviors which superiors and subordinates expect or
desire most frequently -from Junior NCOs, In the center are the Junior
NCO's expectations of himself, and on the right the behaviors which he
expects from his superior and the behaviors which he expects from his
subordinates.

Leacership Problem Areas or Shortfalls.

Figure 4 focuses on potential problem areas or shortfalls. Shortfall
has been defined here as the diffcrence between how frequently a behavior
is done or displayed and how frequently it should be done, weighted by
the importance assigned to the behavior. As a mathematical formula,
shortfall in leadership behavior can be represented &s below:

Expected or Actual or

shortfall = desired frequency  perceived frequency

¥ Importance




The concept of shortfall ccabines all three of the aspects of leader-
3 ship presented in Figures 1, 2, and 3., The basic idea of this concept is
' that if an individual feels, for example, that his superior should always
be easy to understand, but in fact perceives the superior as seldom easy
to understand, then a problem exists, If the ind!vidual feels that being
easy to understand is not an important behavior, then this problem is
: probably not very serious. However, if the individual feels that being
=il egsy to understand is very important (as did mosz: of the individuals in
B the study), then the problem is serious and demands corrective action.

kizdlicy

4 The largest shortfalls in Junior NCO leadership behavior as seen by
superiors and subordinates are listed on the left of Figure 4. The
largest shortfalls in their own leadership behavior as seen by Junior NCOs
5 themselves are in the center, and the largest shortfalls which Junior NCOe
E see in their superiors and in their subordinates are listed on the right.
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LEADERSHIP BEHAVIORS THAT ARE SEEN TO BE MOST IMPORTANT

Superiors' View of Jr. NCOs

RE KEEPS ME INFORMED OF THE TRUE SITUATION, CNOD OR
BAD, UNDER ALL CIRCUMSTANCES.

HE IS TECHNICALLY COMPETENT TO PERFORM KIS DUTIES.

HE SETS HIGH STANDARDS OF PERFORMANCE,

HE IS AWARE OF THE STATE OF HIS UNIT'S MORALE AND
DOES ALL HE CAN Tu MAKE IT HIGH.

HE KNOWS HIS MEN AND "HEIR CATABILITIES.

HE. APPROACHES EACH TASX IN A POSITIVE MANNER.

HE COMMUNTCATES EFFECTIVELY WITH HIS SUBORDINATES.

HE IS EASY TO UNDERSTAMND.

HE ESTABLISHES AND MAINTAINS A HICH LEVEL OF
DISCIPLINE.

HE IS WILLING TO SUPPORT HIS SUBORDINATES.

\

Jr. NCOs' View of Superiors

B

2,
3.

4,

S,
6.5.
6.5.
8.
9.

10.

HE 1S WILLING TO SUPPORT HIS SURORDINATES.

HE KNOWS WIS MEN AND THEIR CAPABILITIES.

HE KEEPS ME INFOPMED OF THE TRUE SITUATION, GOOD
AND BAD, UNDER ALL CIRCUMSTANCES.

HE 1S AWARE OF THE STATE OF HIS UNIT'S MORALE AND
DOES ALL HE CAN TO MAKE IT HICH,

HE 1S TECHNICALLY COMPETENT TO PERFORM HIS DUTIES.

HE 1S EASY TO UNDERSTAND.

HE COMMUNICATES EFFECTIVELY WITH HIS SUBORDINATES.

HE 1S APPROACHABLE,

HE STANDS UP FOR HIS SUBORDINATES EVEN THOUGH 1T
MAKES HIM UNPOPULAR WITH HIS SUPERIOR.

HE LETS THE MEMBERS OF IS UNIT KNOW WHAT 15
EXPECTED OF THEM.

Jr. NCOs' View of Themselves

WORK WITH.

AM TECHNICALLY COMPETENT TO PERFORM MY DUTIES.
AM AWARE OF THE STATE OF MY UNIT'S MORALE AND DO

AM WILLING TO SUPPORT MY SUBORDINATES.
COMMUNICATE EFFECTIVELY WITH MY SUBORDINATES.

APPROACH EACH TASKX IN A POSITIVE MANNER.

1. 1

2. 1 KNOW MY MEN AND THEIR CAPABILITIES.
3. 1

ALL I CAN TO MAXE 1T HIGH.

4. 1

5. 1

6. 1 AM EASY TO UNDERSTAND.

7. 1

8. 1 SET HIGH STANDARDS OF PERFORMANCE.
. 1

SEE THAT MY MEN HAVE THE MATERIALS THEY NEED TO

KEEP OTHERS INFORMED OF THE TRUE SITUATION, COOD
OR BAD, UNDER ALL CIRCUMSTANCES.

F

Subordinates' View of Jr. NCOs

1.

2,
3.

&

PR

VXN W

HE KEEPS ME INFORMED OF THE TRUE SITUATION, COOD
AND BAD, UNDER ALL CIRCUMSTANCES.

HE 1S TECHMICALLY rOMPETENT TO PERFORM H15 DUTIES.

HE 1S AWARE OF HIS UNIT'S MORALE AND DOES ALL HE cAN
TO MAKE 1T HICH.

HE KNOWS HIS MEN AND THEIR CAPABILITIES.

HE APPROACHES EACH TASK IN A POSITIVE MANNER.

HE IS EASY TO UNDERSTAND.

HE SETS HIGH STANDARDS OF PERFORMANCE.

HE COMMUNICATES EFFECTIVELY WITH H1S SUBORDINATES.

HE 1S WILLING TO SUPPORT HIS SUBORDINATES.

HE ESTABLISHES AND MAINTAINS A HIGH LEVEL OF
DISCIPLINE.

Figure |

 Z

Jr. NCOs' View of Subordinates

L

w

HE 1S WILLING TO SUPPORT HIS SUBORDINATES.

HE XNOWS HIS MEN AND THEIR CAPABILITIES,

HE WKEEPS ME INFORMED OF THE TRUE SITUATION, GOOD
AND BAD, UNDFR ALL CIRCUMSTANCES.

HE COMMUNICATES EFFFCTIVELY WITH HIS SUBORDINATES.

HE 1S TECHNICALLY COMPETENT TO PERFORM HIS DUTIES.

HE IS AWARE OF THE STATE OF HIS UNIT'S MORALE AND
DOES ALL HE CAN TO MAKE IT HIGH.

HE IS EASY TO UNDERSTAND.

HE STANDS UP FOR HIS SUBORDINATES EVEN THOUGH 1T
MAKES HIM UNPOPULAR WITH HIS SUPERIOR.

HE 1S APPROACHABLE.

M LETS THE MLMBERS OF HIS UNIT KNOW WHAT IS
FXPECTED OF THEM.




.
LEADERSHIP BEHAVIORS THAT ARE DONE OR DISPLAYED MOST OFTEN
)
Superiors' View of Jr. NCOs Jr. NCOs' View of Superiors
L. HE 18 TECHNICALLY COMPETENT TO PERFORM HIS DUTIES. . " ’
1. ME IS APPROACHABLE. ; H: :: ::C"moiru,;:LCMTm TO FERYORM NI1S DUTIES
}. HE COMMUNICATES EFFICTIVELY WITH HIS SUBORDINATES. 3. ME ASSIGNS (MMEDIATE SUBORDINATES TO SPECIPIC TASYS,
. HE IS FASY TO UNDERSTAND. 4. HE APPROACHES FACH TASX IN A POSITIVE MANNER,
3. HE IS WILLING TO SUPPORT KIS SUNORDINATES. 3. HE LETS THE MEMBEKS OF HIS UNIT XNOW WHAT I8 EXPECTED
6. HE SEES TO IT THAT HIS SUBORDINATES HAVE THE OF THEM.
MATERIALS THEY NEED TO WORX WITH. 6, HE COMMUNICATES EFFECTIVELY WITH HIS SUBORDINATES,
7. HE APPROACHES EACH TASK IN A POSITIVE MANNER, 7. HE SETS HIGH STANDARDS OF PERFORMANCE.
NE KEEPS ME INFORMED OF THE TRUE SITUATION, COOD 8. HE IS WILLING TO SUPPORT H1S SUBORDINATES.
AND BAD, UNDER ALL CIRCUMSTANCES, 9. HE IS EASY TO UNDERSTAND.
HE RNOWS HIS MEN AND THEIR CAPABILITIES. 10. HE SEES THAT SUBORDINATES HAVE THE MATERIALS THEY
HE IS THOUGHTFUL AND CONSIDERATE OF OTHERS. NEED TO WORK WITH.
>

‘ Jr. NCOs' View of Themselves ‘

AM APPROACHABLE.

AM WILLING TO SUPPORT MY SUBORDINATES.

AM TECHNICALLY COMPETENT TO PERFURM MY DUTIES.

COMMUNICATE EFFEZCTIVELY WITH MY SUBORDINATES.

SEE THAT MY SUBORDINATES HAVE THE MATERIALS THEY

NEED TO WORK WITH,

SET HICY STANDARDS OF PERFORMANCE.

. APPROACH EACH TASK IN A POSITIVE MANNER.

¥. 1 EXPRESS APPRECIATION WHEN A SUBORDINATE DOES A
COOD JOB.

9. 1 XKEEP QTHERS INFORMED OF THE TRUE SITUATION, COOD
AND BAD, UNDER ALL CIRCUMSTANCES.

10, 1 KNOW MY MEN AND THEIR CAPABILITIES,

[P N N
P

-~ ™
-
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Subordinates” View of Jr. NCOs Jr. NCOs' View of Subordinates

HE 1S TECHNICALLY COMPETENT TO PERTORM HIS DUTIES. {. HE IS TECHNICALLY COMPETENT TO PERFORM HIS DUTIES.
HC IS APPROACHABLE, 2. HE 1S APPROACHABLE.
HE ASSIGNS IMMEDIATE SUBORDINATES TO SPECIFIC TASKS 3. HE COMMUNICATES EFFECTIVELY WITH H1S SUBORDINATES.
Hf. APPROACHES EACH TASK IN A POSITIVE MANWER. 4. HE 1S EASY TO UNDERSTAND.
HE LETS HIS SUBORDINATES INOW WHAT 1S EXPECTED OF S. HE IS WILLING TO SUPPORT HIS SUBORDINATES.

THEM. 6. MHE APPROACHES FACH TASK IN A POSITIVE MANNER.
HE COMMUNICATES EFFECTIVELY WITH HIS SUBORDINATES. 7. HE SEES THAT HIS SUBORDINATES HAVE THE MATERIALS
HE IS YASY TO UNDERSTAND. THET NEED TO WORE WITH.
HE SEES TO IT THAT HIS SUBORDINATES HAVE THE B. MY SF1S HICH STANDARDS OF PERFORMANCE.

MATERIALS THFY NEED TO WORK WITH. 9. HE KEEPS ME INFORMED OF TME TRUE SITUATION, GOOD
HF 1S WILLING TO SUPPOET HIS SUBURDINATES. AND BAD, UNDER ALL CIRCUMSTANCES,
HE SETS HIGH STANDARDS OF PERFORMANCE. 10, HE KNOWS HIS MEN AND THEIR CAPABILITIES.

Fiqure 2
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Superiors' View o1 Jr. NCOs

LEADERSHIP BEHAVIORS THAT SHOULD BE DONE OR DISPLAYED MOST OFTEN

Jr. NCOs' View of Superiors

HE IS TECHNICALLY COMPETENT TO PERFNRM HIS DUTIES,

HE COMMUNICATES FYFECTIVELY WITH HIS SUBORDINATES.

HE KNOWS HIS MEN AND THEIR CAPABILITIES.

HE APPROACHES EACH TASK IK A POSITIVE MANNER.

HE 1S AMARE OF THE STATE OF HIS UNIT'S MORALE AND
DOES ALL ME CAN TO MAXE IT HIGH.

HE SETS HIGH STANDARDS OF PERFORMANCE.

HE LETS THE MEMBERS OF HIS UNIT KNOW WHAT 1S

HE 1$ WILLING TO SUPPORT H1S SURORDINATES,

Y

Jr. NCOS' View of Subordinates

HE IS TECHXICALLY COMPETENT TO PERFORM HIS DUTIES.
SETS HICH STAXDARDS OF PERFORMANCE.
HE. APPROACHES EACH TASK IN A POSITIVE MANNER.

HE COMMUNICATES EFFECTIVELY WITH HIS SUBORDINATES.

HE XKEEPS ME INFORMED OF THE TRUE SITUATION, GO0D
AND EAD, UNDER ALL CIRCUMSTANCES.

Hf. 1S AWARE OF Thr STATE OF WIS UNIT'S MORALE AND
DOES ALL HE CAN TO MAKE IT HIGH.

9. HE KNOWS H1S MEN AND THEIR CAPABILITIES.

10.  HE SEES TO IT THAT HIS SUBORDINATES HAVL THE

1. HE SETS NICH STANDARDS OF PERTORMANCE. 1.5. HE IS EASY TO UNDERSTAND.
2. HE 1S TECHNICALLY COOETENT TO PERPORM HJS DUTIES. 1.3
3. HE KEEPS ME INFOUMED OF THE TRUE SITUATION, GOOD 3. HE 1S APPROACHABLE.
AND BAD, UNDER ALL CIRCIMSTANCES. 4.
4. HE APPROACHES EACH TASK IN A POSITIVE MANNER. 5.
S. HE IS EASY TO UNDERSTAND. 6.
6. HE COMMUNICATES EFFECTIVELY VITM HIS SUBORDINATES. 1.
7. HE IS APPROACHABLE,
8. MHE LETS THE MEMBERS OF HIS UNIT XNOW WHAT IS 8.
EXPECTED OF THEM. 9.
. NHE SETS THE EXAMPLE FOR HIS MEN ON AXD OFF DUTY. EXPECTED OF THEM.
10, HE 1S AWARE OF THE STATE OF HIS UNIT'S MORALE AND 10,
DOES ALL HE CAN TO MAXZ IT HICH.
‘ Jr. NCOs* View of Themselves ‘
1.3, Y AM FASY TO UNDERSTAND.
1.5. 1 AM APPROACHASLE,
3. 1 AM TECHNICALLY COMPETENT TO PERFOKM™ MY DUTISS.
4, 1 SET HICH STANIVRDS OF PERFORMANCE.
5. ! APPROACH EACH TASK IN A POSITIVE MANNER.
6. 1 XEEP OTHERS INFORMED OF THE TRUE SITUATION, GOQD
AXD BAD, UNDER ALL CIRCUMSTANCES.
1. 1 COMMUNICATL EFFECTIVELY WITH MY SUSORDINATES.
8. 1 FNOR MY MEN AND THEIR CAPABILITIES,
9. 1 SEZ THAT MY SUBORDIMATES MAVE THE MATERIALS
THEY MEFD TO WORK WITH.
10, 1 AM AJARF OF THE STATE OF MY UNIT'S MORALE AND
DO ALL I CAN TO MAXE IT HIGH.
Subordinates’ View of Jr. NCOs
1. HE 18 FASY TO UNDERSTAND. 1.
2. HE IS TECHNICALLY COMPETENT TO PERFORM HI5 DUTIES. 2. ME
3. HE 1S APPROACHABLE. 3.
4. HE COMMUNICATES £FFECTIVELY WITH MIS SUBORDINATES. 4. HE IS EASY TO UNDERSTAND.
5. HE KNOWS HI5 MEN AND THEIR CAPABILITIES. 5. HE 15 APPROACHAELE.
6.5, HE LETS THE MEMRERS OF HIS UNIT KNOW WHAT IS 6.
EXPLZCTED OF THEM. T.
6.5. HEL APPROACHES EACH TASK IN A POSITIVE MANNFR.
9. HE SLES THAT HIS SUBORDINATES HAVE THE MATERIALS 8.
THEY NEED TO WOkK WITH.
9. HE IS AWARE OF THE STATE OF MIS UNIT'S MORALE AND
DOES ALL HE CAN TO MAKE IT HIGH.
10. HE SETS HILH STANDARDS OF PERFORMANCE.

MATERIALS THEY NEED TO WORK WITH.

Figure 3
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LEADERSHIP BEHAVIORS HAVING THE HIGHEST SHORTFALL
1 1 - .
Superiors' View of Jr. NCOs LOs' View of Superiors
1. HE IS AMARE OF THE STATE OF NIS UNIT'S MOBALE AND 1. HE IS AHM[G"HZS?ATEGKIS UNIT'S MORALE AND
DOES ALL M CAN TO MAKE IT WICH. DOES ALL HE ZAN T MAXT 1T HICH.
21, HE ESTABLISHES AND MAINTAINS A fMIGH LYVEL OF 2 HE IS Arnmcw,z.
DISCIPLINE, 3. BE KFEPS ME INFORMED OF TME TRUE SITUATION, COOC
3. NE SETS TREZ EXAMPLE FOR NIS MEN OM AND OPF DUTY. AND BAD, UNDEK ALL CIRCUMSTANCES.
e. WE SEES TO IT THAT PrOPLE DMDER HIM WOREK P 70 L. ME QNOWS M!S MENX AXD THEIR CAPASIIITIES.
THEIR CAPABILITIES. 5. ME 1S EASY 7O UNDERSTAND.
S. HE SETS HICHM STANDARDS OF PERFORMANCE. *6. HE CRITICIZES SUBCRDINATES IX FRONI OF OTHERS.
6., MWE KEEZPS ME INPORMED OF THZ TRUE SITCATION, COGD 7. BE EXPRISSES APFRECIATION WHEN A SUBORDINATE DOES
AND BAD, UNDER ALL CIRCUMSTAMCES. A COUD JO8.
7. HE LETS TME MEMBERS OF HIS UMTY XN WHAY 1S 8. IE SYES 10 IT THAI PEOPLE UMDER HMIM WORK UP TO THEIR
EXPECTYED OF THEM. CAPABILITIES.
8. HE SEEXS ASSITIONAL AYD MORE IMPORTANT RESPONSI- 9. VE IS THOUCHTFUL AXD CONSIDERATE OF OTMERS.
BILITIES. 10, 4E COMUKICATES EFFECTIVELY WITH HIS SUBORDINATES.
*9. ME CAITICAZES SUBORDIMATES IN FROMT OF OTMEXS.
10. MY APPROACHES EACH TASK IX A PUSITIVE MANIR.
N | SN
‘ Jr. NCOs' View of Themselves ‘
. T AM EASY TO USOHIRSTAND.
2 1 AN AAARE OF THE STATRE OF MY UNIT'S MORALE AND DO
ALl 1 CAM TO NAKE IT NWICN.
1 I EXPRESS APPRECIATION WNEX A SUBORLIMATE DOPX A
A 7
- T AM SELFISH.
.5, 1 SET MIGN STANDAADS OF PEAFURMANCE.
$.5, I ELT TR XAMPLL TOR oY MM N AND OFF DUTY.
T ISP OTMERS DNFORNED /F TWE TRUE SITUATION, LOOD
AND BSAD, MDD ALL CIRCIMSTANCES.
A, 1 APPROACH EACK TASK IN A PUSITIVE MAMNAR.
9. 1 12T THE MBS OF WY UNIT INON WMAT IS KXPECTED
oF THER.
10 1 0Na MY MER AND TMLIR CAPANILITIES
Subordinstes' View of Jr. NCOs . NCOs' View of Subondinates
WE 1S AMPAE OF THF STATF 08 NIS UMTI'S MORALF AD 1 HE 15 AMARF OF THME STATF OF WIS I'RIT’S MORALE AXD
DOES ALL ME CAX TO MAIE 11 wWIGH S ALL HF CAX TO MAKE 1T WICH.
2. ut STAMDS LT TUR HIS SUBOFDIVATHS ity "w¥™@ 17 S, HF SFTS TaE EYAMPLYE FOR HIS MEX ON AMD (FF DUTY.
MAKLS H1%M UNPOPULAR WITH HIS SUPHR IR, s, ME SETS Al STANDARIE, OF PERFORMANCY.
) Wt WLEPS ME OINFORMED OF THE IRLE STVLATION, XD s, HE ESTABRLIIMES AND MADMLAINS A NICH LEVEL OF
AED BAD, UNDFR ALL Clat IMGTANC PN, DIsCIPLINE,
B MR INOEASY TO UNLERSTAND N WE KEPPS ME CINFIORYMED OF My TRUE SITUATION, COOD
a N W HNS HIS WEN AND TPYIN CAPABILITINYG. Adu Bal, INDER ALL i JPCIMSTANCES.
[ HE LXPRESSES AFPRMCIAT 1N WMEX A SURTWUINALF (ft % " Wh SN PME LSS APPRILIATION WHEN A SUBORDIMATES DOES
LoD Sos Ao ok,
: e CRITICIZES SUBURDIXATLY IN FYNT % A MERS. we NVEr 10 1T TRAT ProvLL UNDER HIM WK UP TO THRIR
- we SEES TO 1T THAT PEGPIE (NDEN ¥V Wer UF I CACANILLTIES, .
TWEIR CAPASILITIEY =e, @ CRITUCIZES SUBORDINATES IX FRUNT OF OTHERS.
utIMANIOATES PEFELTIINLY WITH 813 SUMMOINATES. 9. WP APPROACHES LACH TASK 1M A FOSITIVE MANNER.
SE e HE LRAMPLE SOR wLN MEM (1. AND v 3T S mb KNOMS LIS MEN AND THEIR CAPABILITIES.
*%. yao ' qc shortfall: 1.e. . 3 hehavior perceived 1o Ye performed more than 1t should be.

tigure 4
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DISCUSSION

The preceding four figures are direct answers to the eight questicns
listed in the introduction. These answers are based on averages of large
groups of individuals in many different jobs throughout the Army. There-
fore, they probably do not fit exactly any one single Junior NCO. However,
they should be an adequate guide and starting point for a Junior NCO in
examining his own leadership. The lists of shortfalls, for example,
suggest strongly to the Junior NCO areas where Junior NCOs in general are
not meeting expectations of their leaders and followers.

Superior-Subordinate Roles.

An examination of the four figures reveals a striking similarity
between lists of behaviors in diagonal corners of eacn figure. This
indicates that Junior NCOs see thelr superiors in much the same way that
they, the Junior NCOs, are seen by their subordinates; and that superiors
of Junior NCOs view the Junior NCO in the same terms that Junior NCOs see
their subordinates. In other words, the direction of the perspective,
either up or down the chain of command, seems to determine perceptions
much more so than does the level of either the perceiver or the individual
perceived. This is a phenomena unique to virtually any hierarchical
organization. Such organizations require all members other than those at
the axtreme top or extreme bottom of the hierarchy to fill two roles
simultaneously. These two roles are that of superior and subordinate.
Military organizations, especially, tend to emphasize the importance of
these roles with visible symbols of rank, prescribed or traditional
behavior between individuals of different rank, and the importance of
supervisor-subordinate relationships. Therefore, it is not surprising
that two groups of individvals in subordinate roles=--Junior NCOs looking
up the chair at their bosses, and subordinates of Junior NCOs looking up
at their Junier NCO bosses--shouid report much the same behavior on the
part of their respective immediate superiors. Reference to Monograph # 1,
Demographic Characteristics of US Army Leaders, also points up the fact
that the rank structures of Junior NCOs, their superiors and subordinates
contain considerable overlap. It is apparent that many Junior NCOs work

for other Junior NCOs. Thus the entire Junior NCO leadership module is
relatively homogeneous.

Differences Between Superiors and Subordinates.

A major difference between superior and subordinate expectations is
apparent in Figure 3. Taking the top five behaviors which superiors
report should be performed most frequently by Junior NCOs (upper left),
three can be classified as mission or job-related behaviors--'he sets
high standards of performance,'" "he is technically competent to perform

his duties," and "he approaches each task in a positive manner." The
other two of the top five are communication related--"he keeps me informed
of the true situation' and "he is easy to understand.' None of the five

behaviors are directly welfare or people-related. On the other hand,
the top five behaviors which subordinates report should be performed most
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frequently by Junior NCOs include only one mission-related behavior--"he

is technically competent to perform his duties.," Two of the remaining

four are communication-related--'"he is easy to understand" and "he communi-
cates effectively with his subordinates." The other two behaviors are
welfare or people-related items--"he is approachable" and "iie knows his
men and their capabilities."”

Junior NCOs looking at themselves appear to strike somewhat of a
balance between the task expectations of their superiors and the more
welfare-related expectations of their subordinates. The Junior NCO's
top five self expectations include three wission-related behaviors--"I am
technically competent to perform my duties,” *'’ set high standards of
performance," and "I approach each task in a y.sitive manner." However,
of the two behaviors which tied for first position, one is a welfare,
people-related behavior--"I am approachable,'" and one is a communication=-

related behavior--"1 am easy to understand."

Figure 2 reveals somewhat of a reversed pattern when the perceived
frequency of actudl behavior is the focus. 1n their top five behaviors,
superiors of Junior NCOs list only one mission behavior--"he is techinically
competent to perform his duties" while subordinates of Junior NCOs list
three mission behaviors among their top five--"he is technically competent
to perform his duties," "he assigns subordinates to specific tasks," and
"he approaches each task in a positive manner."

AR & 4 g Dt i i

This reversal is also reflected in Figure %4, where four of the five
greatest Junior NCO leadership shortfalls according to superiors are
mission-related behaviors. No mission-related behaviors are included
among the five greatest Junior NCO leadership shortfalls, according to
subordinates of Junior NCOs,

st St s o coanin b M

The reversal discussed above would indicate that Junior NCOs will
have a difficult job in attempting to meet the expectations of both their
superiors and their subordinates. It would appear that the only recourse
for the Junior NCO is to first know, then continue to attempt to balance
the competing demands of his superiors and of his subordinates. This is
not ar easy task, nor is it a comfortable position to be in.

Sl LT

The Tunior NCO may have a greater 'man-in-the-middle" problem than
any other level of leadership. Consideration oi this balancing problem
should be a central feature of Junior NCO leadership development programs.
Most programs of instruction for NCO academics are designed by superiors
¢ NCOs. Thus the POI content is oriented toward the superiors' view
f NCO leadership. This one-sided emphasis may leave the NCO ill-prepared
o meet the expectations of his subordinates. Therefore, on the practical
s;de, it may be advisable to check out NCO programs of instruction not
orly with the NCO students themselves. but with their subordinates as well,
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MONOGRAPH #4: SENIOR NCO LEADERSHIP1

SES—

A Senior NCO has been defined as an individual serving in pay grades
E-7, E-8 or E-9. Such individuals are, in general, professional soldiers
and as such have been called the "backbone of the Army." Seafor NCO
leadership today is probably one of the most difficult jobs in the Army.
The Senior NCO is the one leader in the Army structure who is truly the
“man in the middle." Below him in the structure are mostly young,
relatively inexperienced, first term enlisted men and Junior NCOs.
Above the Senior NCO in the structure are mostly young, relatively in-
experienced, first term officers. Thus it is not surprising that there
are considerable differences between how superiors and subordinatesg see
the Senfor NCO as a leader and how he sees himself,

In this monograph we will attempt to make explicit the three points
of view of the Senior NCOs, their superiors, and their subordinates --
as they focus on Senior NCO leadership, Also included are the views of
Senior NCOs, directed toward their superiors and subordinates.

The information in this monograph may be used to answer the following
questions:

1. What are the most important leadership behaviors for Senior
NCOs, according to their superiors, their subordinates, and the Senior
NCOs themselves?

2, What do Senlor NCOs perceive as the most important leader-
ship behaviors on the part of their superiors and subordinates?

3. Which leadership behaviors do Senior NCOs perform most
frequently according to themselves, their superiors, and their subordi-
nates?

4, Which leaderchilp hehavisrs do Senior NCOs believe their
superiors and their subordinates perform most frequently?

5. Which leadership behaviors should be performed most
frequently by Senior NCOs according to themselves, their superiors, and
their subordinates?

6. Which iteadership behaviors do Senicr NCOs believe should be
performed most frequently by their superiors and their subordinatesg?

7. For which behaviors do superiors, subordinates, and Senior
NCOs themselves see the greatest shortfalls in Senior NCO leadership?

1A summary of the background and theoretical foundations of the
study was inciuded in bLoth Monograph 1 and Monograph 2,
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8. FPor which behaviors do Senior NCOs see the greatest short-
falls in their superiors and in their subordinates?

METHODOLOGY

Summaries of several aspects of Senior NCO leadership are presented
on the following pages.

Figure 1 focuses on the leadership behaviors seen as most Important
by Senlor NCOs, by superiors of Senior NCOs, and by subordinates of
Senior NCOs. In Figure 1, as in each of the figures to follow, there are
three lists which reflect the views of Senior NCOs. These are (1) the
Sentor NCO's view of his own leadership in the center; (2) the Senior NCO's
view of the leadership of his superior in the upper right; and (3) the
Senior NOO's view of the leadership of his inmediate subordinates in the
lower right. The other two lists are (4) the views of immediate superiors
of Senior NCOs in the upper left; and (5) the views of immediate subordi-

nates of Senior NCOs in the lower left, both describing the lesdership of
Senior NCOs.

Figure 2 focuses on the leadership behaviurs which are done or
displayed most frequently. As in Figure 1, five lists are presented.
This figure is basically a description of perceived leadership behavior.
On the left sida of Figure 2 are descriptions of Senior NCO leadership,
as perceived by superiors of Senior NCOs and by subordinates of Semior
RNO0s, In the center of the figure is the Senior RCO's description of

himself and at the right his description of his superior and his subordi-
nate,

Figure 3 focuses on the leadership behaviors which individuals feel
should be done or displayed most frequently, The five lists in Figure 3
are baslcally expectations or lists of desired behavior. On the left of
the figure are listed the behaviors which superiors and subordinates
axpect or desire most frequently from Senior NCOs. In the center are the
Senior WD's expectations of himself, and on the right are the behaviors

which he expects from his superior and the behaviors which he expects
from his subordinates.

Figure 4§ focuses on potential problem sreas or shortfalls., Shortfall
has besn defined as the difference between how fraquently a behavior is
done or displayed and how frequently it should be done, multiplied or

weighted by the isportance of the behavior. As a mathematical formula,
shortfall can be represented a3 below:

shortfall -(Btpoctcd or - Actual or per-

x Importance
desirsd frequency ceived frequency

The coocept of shortfall combines all three of the aspects of
leadershiy prosented in Figures 1, 2, and 3. The basic idea of this
concept i3z that if an individual feels that, for example, his superior
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should always be sasy to understand but in fact perceives him as sgeldom
easy ro understand, then a problem of shortfall exists. If the individual
feslt .hat being easy to understand is not an important behavior, then this
problem is probably not very serious. However, if the individual feels
that bsing easy to understand is very important (as did most of the
individuals in the study), then the problem is serious and demands
corrective action,

The largast shortfalls in Senior NCO leadership behavior as seen by
superiors and subordinates are listed on the left of Figure 4., The
largest shortfalls in their own leadership behavior as seen by Senior NCOs
themselves are in the center, and the largest shortfalls which Senior NCOs
see in their superiors and subordinates are listed on the right,
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LEADERSHIP BEHAVIGRS THAT ARE SEEN TO BE MOST IMPORTANT

Superiors' View of Sr. NCOs

Sr. NCOs' View of Superiors

1. HE KEEPS ME INFORMED OF THE TRUE SITUATION, COCD 1 HE IS VILLING TO SUPPORT HIS SUBORDIMATES.
AND 34D, UXDER ALL CIRCIUSTANCES. 2, HE KEEPS ME INFORMED OF THE TRUE SITUATION, COOD
2. HE 1S TECHNICALLY COMPETENT TO PERFORM HIS DUTIES. AND EAD, UNDER ALL CIRCMSTANCES.
3. HE IS AWARE OF THZ STATE OF HIS LNIT'S MORALL AND 3. HE 1S AMARE OF THE STATE OF HIS UNIT'S MORALE AND
DOLS ALL HZ CAN TO MAXE IT HIGH. DOES ALL HE CAN TO MAXKE IT HICH.
4. HE KNOWS HIS MEie AND THEIR CAPABILITIES. 4.5. HE 1S TECHNICALLY COMPETENT TO PERFORM HIS DUTIES.
S. HE SETS KICH STAKDARDS OF PERFORMANCE. 4.5. HE XNOWS HIS MEN AND THEIR CAPABILITIES.
6. HE COMMUNICATES EFFECTIVELY VITH HIS SUBORDIMATES 6. HE ESTABLISHES AND MAINTAINS A HICH LEVEL OF
Y. HE ESTABLISHIS AND MAINTAINS A HICH LEVEL OF DISCIPLINE.
DISCIPLINE. 7. HE CROWNICATES EFFECTIVELY WITH WIS SUBORDIXATES.
8. HE LETS THE MEMBERS OF HIS UNIT KNOW WHAT IS 8. HE SETS HioH STANDARDS OF PERFORMANCE.
EXPECTED OF THDM. 9. HE APPROACHES EACH TASK IX A POSITIVE MANNER.
9 HE 1S WILLINGC TO SUPPOMT HIS SUBORDINATES. 10. HE IS EASY TO UNDERSTAND.
10. HE APPROACHES EACH TASK IX A POSITIVE MANNER.
‘ Sr. NCOs' View of Themselves ’
1. 1 AM ANARE OF THE STATE OF MY UNIT'S MORALE AND DO
ALL I CAN TO MAXE IT HIGH.
2. I A TECHNICALLY CQCPETENT TO PERFORN MY DUTIES.
3.t XNOJ MY MEX AND THEIR CAPASILITIES.
4. 1 AM WILLING TO SUPPORT MY SUBORDINATES.
S. 1 ESTABLISH AND MAINTAIX A HICH LEVEL OF DISCIPLINE.]
6.5. 1 SET HIGH STANDARDS OF PERFORMANCE.
6.5. 1 COMIUXICATE EFFECTIVELY VITH MY SURORDINATES.
8. I SET THE EXAMPLL FOR MY MEN ON AMD OFF DUTY.
9. I APPROACH EACH TASX IN A POSITIVE MANNER.
10. I AM EASY TO UNDERSTAND.
Subordinates' View of Sr. NCOs Sr. NCOs' View of Subordinates
1. HE 1S CILLING TO SUPPORT HIS SUBORDINATES. 1. HE KEEPS ME INFORMED OF THE TRUT SITUATION, GOCO
1. HE XXOUS KIS MEX AND THEIR CAPABILITIES AND BAD. UNDER ALL CIRCUMSTANCES.
3. HE KEEPS I INFORMED OF THE TRUE SITUATION, GOGD 2. HE IS TECHNICALLY COMPETENT TO PERFORM HIS DUTIES.
AND BAD, UNDER ALL CIRCUMSTANCES. 3. HE IS AWARE OF THE STATE OF HIS UNIT'S MORALE AND
4. {E IS AWARE OF THE STATE OF KIS UNIT'S MORALE AND DOES ALL HE CAN TO MAKE 1T HIGH.
DOES ALL HE CAN¥ 10 MAIKC IT HIGH. 4. HE KNOWS HIS MIX AND THEIR CAPASILITIES.
5. HE IS TECHNICALLY COMPETENT TO PERFORM HIS ODUTLES. $.$  HE SETS MICH STANDARDS OF PERFORMANCE.
6. HE COMTNICATES EFFECTIVELY VITH HIS SUSORDINATES 5.9  HE ESTASLISHES AND MAINTAINS A HICH LEVEL OF
7. HE IS EASY TO UNDIXSTAND. SISCIPLINE.
8. HE IS APYROACKABLE. - HE APPROACHES EACH TASK IN A POSITIVE MANNER.
9. HE LETS THE MDYBERS OF HIS UNIT KNOW WHAT 1§ 5. HE SETS THE EXAMPLE FOR HIS MEN ON AND OFF IXTY.
EXPECTED OF THEM. 9. HE COMMUNICATES EFFECTIVELY W'TH MIS SUBORDINATES.
10 HE APPROACHES EACH TASK IN A POSITIVI “ANNFX. 10, HE DISTORTS REPORTS TO MAXE HIS UNIT LOOK SETTER.

Figure |

4-5

kSR SR LA B

i

=
z
=
§
=

g
-




LCADERSHIP BEHAVIORS THAT ARE DONE OR DISPLAYED MOST OFTEN

Superiors' View of Sr. NCOs

1. HE "% TECHNIZALLY COMPETENT TO PERFORM HIS DUTIES.

2. HE IS APPROACHASLE,

3. HE APPROACHES FACH TASK 1% A POSITIVE MAXYER.

“. HE ASSIGNS IMMEDIATE SUBORDIXATES TO SPECIFIC TASKS,

S. HE LETS THE WEMBERS OF HIS UNIT YNOV WHAT IS8
EXPOCTED OF THEM, -

L. HE SEIS HICK STANDARDS OF PERFORMAMCE.

7. HE COMMUNICATES EFFECTIVELY WITH HIS SUBOEDINATES.

€. HE IS WILLISG TO SUPPORT HIS SUBORDINATES.

9. HE IY EZAS! TO UNDERSTAND.

19, HE KOUOWS HIS !N AND THEIR CAPABILITIES,

Sr. NCOs' View of Superiors

. Faar

.

Ny

R B R R N N

10,

HE IS APPROACHASLE.

PE IS TPCENICALLY COPYTENT TO PERFORM XIS DUTILS.

HY APPROACRES ZACH TASX IN A POSITIVE MANNER.

HE IS WILLING TO SUPIORT MIS SUBORDIMAYES.

HE COMENICATES EFFECTIVELY WITH HIS SUSORDINATES,

BE SETS HIGH STANDARDS OF PERFORMANCE.

HE SETS THE EXAMPLE YOR HIS MEX ON AND OFF DUTY.

HE IS EASY TO UNDERSTAND.

HE IS AWARE OF THE STATE OF KIS UNIT'S WILALE AMD
D0CS ALL MZ CAN TO «AXE 1T HICH.

HE TAXYS APPAOPRIATE ACTION. ON HIS CuUN.

Sr. NCOs' View of Themselves

A

AM UTLLING YO SUPPORT MY SUBCRUINATES.
APPROACRABLE

TAE APPROPRIATE ACTION OM MY OUN,

ATTROACH EACK TASY 1N A POSITIVE MANNEX,

S¥: TRAT SUBORDINATYS NAYE TMYZ MATERIALS 1wPY
XU¥D TO WORK WITH.

1 ho
2 b4
3 I
4. 1 SET HICH STANDARDS OF PERPORMANCE.
5 4
3 1
’ 1

7.5. 1 AM MMARE OF THE STATE OF MY UNIT'S MOBALE AND
DO ALL I CAM TO MAXE T HIGH.

9. 1 LFT THE MOMBYSS OF MY UNIT XNOW WHAT IS EXPECTED
or THEM,

ol 1 KNOW MY MEN AXD THEIR CAPABILITIES.

F

Subordinates’ View of Sr. NCOs

IS TECHXICALLY COMPETENT
IS APY]OACHABLE.
IS WILL.NC TO SUPPORT HIS SUBORDINATES.
INMS HIS MEN AND THEIR CAPABILITIES.
ASSICNS (MMEDIATE SUSIROINATES 79 SPECIFIC
COMMUNICATES EFFECTIVELY WITH KIS SUBORDINATES.
SETS HIGH STANDARDS OF PERFORMANCE.
SEES THAT SUBORDINATES HAVE THE MATERL
NELT: TO WORK WITH,
. HF LETS THE MEMBERS CF
EXPECTED OF THEM.
HE APPROACHES £ACH TASY % A POSITIVE MANXNER.

TS PERFORM RIS DUTTES.

P AV
[V RV}

Ca -

sﬁﬁﬁiﬁﬁﬁiﬁr’ﬁ

[ 12 4

HIS UNIT YW WRAT (8

TASKS

figure 2
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Sr. NCOs'* View of Subordinates

Rl A ]

HE 1S TEUSNICALLY COMPETEXT TO TERFORM KIS DUTIFS.

HE 1% APPROACHABLE.

MF IS WILLINC TO SUPPORT HIS SUBORTINATES.

HZ COMPUNICATES EFFECTIVELY WITH MIS SUBORDIMATES.

F 1S FASY T0O UNDERSTAND,

"' APPROACHFS EACH TASK IX A POSITIVE MANWER.

HF SLLS THAT SUBORDINATES RAVE THE MATERIALS THEY
NEED 70 WORK WITH.

HE SETS HIGH STANDARDS OF PERFORMANCE,

HE FNOWS HIS MEX AND TNAIR CAPABILITIES.

HE ¥EEPS ME INFORMED OF TPFE TRIZ STTUATION,

BAD, UNDER ALL CIRCLVSTANCES.

.I

COO0D AND
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LEADERSHIP BEHAVIORS THAT SHOULD BE DONE OR DISPLAYED MOST OFTEN H
Superiors' View of Sr. NCOs Sr. NCOs' View f Superiors !
1 HE SETS HIGH STANDARDS OF PERFORMANCE. i HE SETS HICH STANDARDS OF PERFORMANCE. ,
2, HE IS TECHNICALLY COMPETENT TO PZRFORM HIS DUTIES. 2. HE IS AWARE OF THE STATE OF HIS UNIT'S MURALE AND B
3. HE LETS THE MEMBERS OF HIS UNIT KNOW WHAT 1S DOES ALL HE CAN TO MAKE IT HIGH. -
EXPECYED OF THEM. 3. HE SETS THE EXAMPLE FOR HIS MEN uN AND OFF DUTY.
* 4, HE COMMUNICATES EFFECTIVELY WITH HIS SUBORDINATES. 4.5, HE IS TECHNICALLY COMPETENT TO PERFURM HIS DUTIES. 1
3, HE XEEPS ME INFORMED OF TME TRUE SITUATIMN, GOOD 4.5. HE APPROACHES FACH TASK IN & POSITIVE MANNER, 4
AND BAD, UNDER ALL CIRCUMSTANCES. 6.5. HE IS EASY TO UNDERSTAND. .
] HE 1S FASY TO UNDERSTAND. 6.5. HE COMMUNICATES EFFECTIVELY HITHh HIS SUBORDINATES,
. 7.5. HE SETS THE EXAMPLE FOR HIS MEN ON AND OFF DUTY. 8. HE ¥NOWS HIS MEN AND THEIR CAPABILITIES.
7.5. HE KNOWS HIS MEN AND THEIR CAPABILITIES, 9. HE IS WILLING TO SUPPORT HIS SYBORDINATES.
9. HE APFROACHES EACH TASK IN A POSITIVE HANNER. 10, HE KEEPS ME INFORMED OF THE TPUT SITUATION, GOOD
0. FE 1S APPROACHABLE. AND BAD, UNDER ALL CIRCUMSTANCES.
‘ Ss. NCOs’ View of Themselves ’
1. 1 SET HIGH STANDARDS OF PERFORMANCE. -
2. T SET THE EXAMPLE FOR MY MEN ON AND OFF DUTY.
3. 1 AM AWARE OF THE STATE OF MY UNIT'S MORALE AND bo
ALL I CAN TO MAKE IT HIGM.
4.5. 1T AM EASY TO UNDERSTAND.
4.5. 1 AM TECHNICALLY COMPETENT TO PERFORM MY DUTIES.
6.5. 1 APPROACH EACH TASK IN A POSITIVE MANNER.
6.5. 1 AM APPROACHABLE
8. 1 KNOW MY MEN AND THEIR CAPABILITIES.
9. T COMMUNICATE EFFECTIVELY WITH MY SUBORDINATES.
10, 1 LET THE MEMBERS CF MY UNIT KNOW WHAT IS EXPECTED
OF THEM.

| $

t $ H . .
Subor Jinates’ View of Sr, NCOs Sr. NCOs' View of Subordinates

1. HE IS ZASY TO INDERSTARD, 1. HE SETS HIGH STANDARDS OF PERFORMANCE.
2. HE IS TECHNICALLY COMPETEW( TO PERFORM NIS DUTIES. 2.5. HE APPROACHES EACH TASK IN A POSITIVE MANNER.
3. HE IS APPROACHABLE. 2.5. HE XEEPS ME INFORMED OF THE TRUE SITUATION, €OOD
4.5. HE KNGWS HIS MEN AND THEIR CAPABILITIES. AND BAD, UNDZR ALL CIRCUMSTANCES.
4.5. HE COMMUNICATES EFFECTIVELY WiTH HIS SURORDINATES. 4, HE SEl, rHME EXAMPLE FOR HIS MEN ON AND OFF DUTY.
6.5  HE APPROACHES EACH TASK IN A POSITIVE MANMER. 5.  HE 1S TECHNICALLY COMPETENT TO PERTORM HIS DUTIES.
6-3. HE IS AWARE OF THE STAIE OF HIS UNIT'S MORALE AND 6.5. HE IS AWARE OF THE STATE OF HIS UNIT'S MORALE AND

DOES ALL HE CAN TO MAXZ IT HIGH. DOES ALL HE CAN TO MAKE IT HIGH.
8. HE SETS HIGH STANDARDS OF PERFORMANCE. 6.5. HE COMMUNICATES EFFECTIVELY WITH HIS SUBOKDINATES.
9. HE LETS THE MEMBERS OF KIS UNIT RiOW WHAT IS 8.5. WE 1S EASY TO UNDERSTAND,

EXPECTED OF THEM. 8.5. HE IS APPROACHABLE,
10.  HE IS WILLING TG SUPPORT HIS SUBORDINATES. 10.  HE LETS THE HRMGERS OF HIS UNIT KNOW WHAT IS

EXPECTED OF THEM

Figure 3
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LEADERSHIP BEHAVIORS HAVING THE HIGHEST SHORTFALL

Superiors' View of Sr. NCOs

Sr. NCOs' View of Superiors

.
1. HE D&s_ga:;\{ﬂ"grcg‘m :’r;\‘:! OFT"}‘S UNIT'S MORALE AND 1. UE TS AWARE OF THE STATE OF HiS UNIT'S MORALE AND
1. HE SEES TO IT nmrrsorg{ UNDER NN VOKK UP T0 THELR DOTS ALL IF CAN TO MAKE 1T HIGH,
O A PARILITIES O THE *2, WE ESTASLISIES AND MAINTAINS A HIGH LEVEL OF
. TN . NISCIPLINE
}. ME KEEPS ME INFORMED OF THE TRU SITUATION, Cnop - . ) )
AND BAD, UNDER ALL CIRCUMSTANCES. 1. "ECZ:}:;:”T?T:Z"TMT PEUPLE UNDER HIM WORK UP TO THELR
*4. HE CRITICIZES SUBORDINATES IN FRONT OF OTMIRS. 4. WE SETS THE EXAMPLE FOR NIS MEN ON AND OFF DUTY
3. HE SETS HIGH STANPARDS OF PERFCRMANCE. 9. ME KEFPS ME IMFORMED OF THE TRUE STTUATION, GOOU AND
6. HFE LETS THE MEMBERS OF HIS UNIT KNCW WHAT IS BAD. UNDIR AL  IRCUMSTANCES
EXPECTED OF THEM. "6, HE CRITICIZES SURD o
7. HE COMMUNICATES EFFECTIVELY WITH HIS SUBORDINATFS. e T iRPoRAca, CTHIRS.
8. WE EXPRESSES APPRECIATION WHEN A SUBORDINATE DOES B. WE LETS THE MEMBERS OF IS UNIT KNOW WHAT 1
A GOOD JOB, EXPECTED OF THEM
9. HE CONSTRUCTIVELY CRITICIZES POOR PERFURMANCE, 9 - SEERS { .
AT Lo Ml el S el . "LI}TEE ATDITIONAL AND MORE TMPORTANT KESPONSIBIL
10, ME CONSTRUCTIVELY CRITICIZES POOR PERFOKMANCE.
‘ Sr. NCOs' View of Themselves ' *
1. 1 AM EASY TO "NDERSTAND,
*2. 1 AM SELFPISH,
+3. 1 CRITICIZE SUBORDINATES IN FRONT OF OTMERS.
4. 1 SEE TO IT THAT PEOPLE UNDER ME WORK UP TO THEIR
CAPABILITIES.
S. 1 ¥NOW MY MEN AND THEIR CAPABILITIES.
5. 1 AM AWARE OF THE STATE OF MY UNIT'S MORALE AND DO
ALL 1 CAN TO MAKE IT HIGH.
«7. 1 MAKE IT DIFFICULT FOR MY SUBORDINATES TO USE
INITIATIVE.
8. 1 APPROACH EACH TASK IN A POSTTIVE MANNFR,
*9. 1 ESTABLISH AND MAINTAIN A HIGH LEVEL OF DISCIPLINE,
10. 1 SET THE EXAMPLE FOR MY MEN ON AND OFF DUTY.
Subordinates' View of Sr. NCOs Sr. NCOs' View of Subordinates
NN p—— —
1. HE 1S AWARE OF THE STATE OF HIS UNTT'S “ORALE AND 1.S. WF KEFTS M INFORMED OF THE TRUE SITUATION. COOD
DOES ALL RE CAN TO MAKE IT HICH. AND BAD, UNDFR ALL CIRCUMSTANCES.
2. HE STANDS UP FOR HIE SUBORDINATES EVEN THOUCH [T 1.5. HE SEES TO [T THAT PEOPLE UNDER HIM WORK UP TO
MAKES HIM UNPOPULAR WITH HIS SUPEKIOR. THETK CAPABILITIES
3. HE CRITICIZES SUBORDINATES IN FRONT OF OTHERS, ) ! e i
3. HE 15 AWARE OF THE STATE OF HIS UNIT'S MORALE AND
4. HE KEEPS ME INFORMED OF THE TRUE SITUATION, COOD DOFS. ALL HE czs 70 MAKE IT HICH.
AD BAD, UNDER ALL CIRCIMSTANCES. A4, HF ESTABLISHES AND MAINTAINS A MICH LEVEL OF
S. HF KNOWS HIS MEN AND THEIR CAPABILITIES. DISCIPLINE
6. HE 15 EASY TO UNDERSTAND, A
5. HE KNOWS HIS MEN AND THEIR CAPABILITIES.
7. HE FXPRESSES APPRECIATION WHEN A SUBGRDINATE DOES A . "E cm:snucnvr\:y cm;xcizzs POE)IIKL:’!:(FMCE.
GOOD JOH. *7.  HE CRITICIZES SUBORDINATFS IN FRONT OF OTHERS.
5. ME SEES TO 1T THAT PEOPLE UNDER HIM WORK UP TO THEIR 5 WE STANDS UP FOR HIS SUBORDIYATES EVEN THOUGH 1T
CAPASILITLES. Cnrpars e i MAKES HIM UNPOPULAR WITH HIS SUPERTOR.
. HF D THOULHTHUL AND CONSIDERATE OF OTHERS. HE 1S LASY TO UNDERSTAND.

HE TS WILLINA T SUPPORT IS5 LUMORDINATES.

egative shortfall: e

Figure 4
4-8

HE LETS THE MEMBERS OF HIS UNIT KNOW WRAT IS
EXPECTED OF THEM.

a hehavior perceived to he performed more than it should be.
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DISCUSSION

The preceding four figures are direct answers to the eight

questions listed in the introduction. These answers are based on averages
of large groups of individuals in many different jobs throughout the Army,
Therefore they probably do not fif exactly any one single Senlor NCO,
However, they should be an adequate guide and starting point for a Senior
NCO who wants to eiamine and improve his own leadership. The list of
shortfalls, in narticular, should be of interest to anyone concerned with
the continual imorovement of NCG leadership,

Superior-Subordinate Roles,

In Monograph #3, Junior NCO lLeadership, it was noted that Junior NCOs
tended to view their subordinates in much the same way that they, the
Junior NCOs, were viewed by their superiors., Also Junior NCOs viewed
their superiors similarly to the way they, the Junior NCOs, were viewed by
their subordinates, This finding is also true of Senior NC0Os. In all
four figures, there is marked similarity between the lists in diagonal
corners of the page, This again polnts up the importance of the per-
spective, point of view, or role from which leadership 1s perceived.
Subordinates across levels tend to see their bosses in a consistent

fashion, and superiors across levels see their subordinates in a con-
sistent fashion,

This finding is discussed in more depth in Monograph #3, Junior
NCO lLeadership.

Senior NCC Leadership Shortfalls.

Figure 4 reveals that superiors of Senior NCOs and subordinates of
Senior NCOs agree on the number one shortfall in Senior NCO leadership.
This is "being aware of the state of his unit's morale and doing all he
can to make it high.” This behavior also appears on both the superiors'’
and subordinates' lizts of most important leadership behaviors (Figure 1)
and on the subordinates' list of behaviors which Senior NCOs should do
meet often (Figure 3). Although this behavior is one of the 10 behaviors
which Senior NCOs report they do mnst often (Figure 2), it is recognized
by the Senior NCOs themselves as a major problem area., It is seen by the
Senior NCOs as their sixth largest shortfall area, Obviously, this is
an area where Senior NCOs should concentrate their efforts, Morale is a
highly complex area and one in which problems are not easilv solved,
Therefore, this problem should rot be "pushed off" on the Senior NCO.

All persons involved, both superiors and subordinates alike, muat share
in the responsibility for morale and in attempts to improve early
recognition of morale problems and their solutionm,

Senior NCOs see their own greatest shortfall in "being easy to
understand.'" This behavior is not seen as a major problem area by

4-9
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superiors of Senior NCOs and ranks only sixth according to subordinates

of Senior NCOs., Thus it would appear that Senior NCOs may be doing a
better job in this area than they believe, However, understanding between
the professional soldier and entry level personnel, both officer and
enlisted, will always be important,

Senior NCOs also believe that they are considerably more selfish
than they should be, While this is probably true of all of us, it
should be pointed out that this problem is not seen by either superiors or
subordinates of Senior NCOs.

Senior NCOs, along with their superiors and their subordinates, do
agree that a major shortfall in Senior NCO leadership is that too often
Senior NCOs “criticize their subordinates in front of others," This is a
problem which could be corrected fairly easily, since all parties
involved, including the Senior NCO, agree that criticism of subordinates
in front of others is overdone by the Senior NCO.

Tne final area to be singled out in this discussion of Senior NCO
shortfall :8 a highly important area from the point of view of both
superiors and subordinates, This area of leadership behavior is, "he
keeps =. informed of the true situation, good or bad, under all
circumstances,” Both superiors and subordinates see a major shortfall in
this srea. However, Senior NCOs appear to be relatively unaware of the
problem, Therefore, Serior NCOs in general should perhaps put extra effort
into insuring that hoth their superiors and their subordinates are kept
informed, It should also be noted that Senior NCOs see this particular
vehavior as the largest shortfall in the behavior of their subordinates,
and the fifth largest shortfall on the part of their superiors,

4-10
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MONOGRAPH # 5: COMPANY GRADE OFFICER LEADERSHIP

In this study, individuals serving in grades 0-1, 0-2, and 0-3 have
been classified as Company Grade Officers. Monograph # 1, Demographic
Characteristics of Armmy Leaders, describes the demographic breakout of the
three officer samples (Company Grade Officers, their superiors, and their
subordinates) upon which the information in this monograph is based.

General Bruce C, Clarke (USA-Ret.) has observed on several occasions
that "leadership" is analogous to leading a horse by the bridle--the leader
is out in front and the horse follows; '"commandership" is analogous to a
rider in the saddle--there i{s still direct contact between the rider and
mount, however, the horse is guided by commands from the rider; and finally,
that "generalship' is analogous to a driver with reins and a whip riding
behind the horse in a sulky. 1In General Clarke's model, it is interesting
to note that Company Grade Officers--primarily lieutenants--fill the only
commissioned officer position specifically designated as a '"leader," 1i.e.,
""Platoon Leader."” Also Company Grade Officeirs--primarily captains--
typically fill the initial or lowest "commander" position, i.e., Company
Commander,

This uniqueness of the Company Grade Officer may be important for
several reasons. First, it is at the Company Grade Officer level that
most actual face-to-face leadership takes place. Second, this level 1is
the interface between the officer corps and the enlisted soldier. Third,
it is during the company grade years that an officer’s style and technique
of leadership is developed. Fourth, during this period the young officer
must make the transition from "leader" to "commander." And fifth, if the
informal contract between the enlisted soldier and the Army is going to
work, (and, with volunteer sustainment, it must) the Company Grade Officer
who administers this contract must be aware of the expectations and
perceptions of his subordinates. The Company Grade Officer is, in effect,
the critical, chief negotiator for the informal contract. This monograph
focuses on these expectations and perceptions as well as the expectations
of Company Grade Officers therselves and the expectations of superiors of
Company Grade Officers. The information in this monograph may be used to
answer many questions such as the following:

1. What are the most important leadership behaviors for the
Company Grade Officer from the point of view of their superiors, their
subordinates, and the Company Grade Officers themselves?

2. What do Company Grade Officers perceive as the most important
leadership behaviors on the part of their superiors and subordinates?

3. Which leadership behaviors do Company Grade Officers perform
r _display most frequently, according to themselves, their superiors, and
rheir subordinates?

5-2
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4, Which leadership behaviors do Company Grade Officers believe
their superiors and their subordinates perform or display most frequently?

5. Which leadership behaviors should be performed or displayed
most frequently by Company Grade Officers according to thenselves, their
superiors, and their subordinates?

6. Which leadership behaviors do Company Grade Officers believe
should be performed most frequently by their superiors and their
subordinates?

7. For which leadership behaviors do superiors, subordinates,
and Company Grade Officers themselves cee the greatest shortfalls in
Company Grade Officer leadership?

8., For which leadership behaviors do Company Grade Officers see
the greatest shortfalls in their superiors and in their subordinates?

METHODOLOGY

On the following pages are presented sumnaries of several aspects of
Company Grade Officer leadership.

Figure 1 focuses on the leadership behaviors seen as most important
by Company Grade Officers themselves, by superiors of Company Grade Officers
and by subordinates of Company Crade Officers., In Figure 1, as in each of
the figures to follow, thera are five lists of leadership behaviors, Three
lists reflect the views of Company Grade Officers, These are: (1) the
Company Grade Officer's view of his own leadership in the center; (2) the
Company Grade Officer's view of the leadership of his superior in the upper
right; and (3) the Company Grade Officer’s view of the leadership of his
immediate subordinates in the lower right. The other two lists in the
figures are: (4) the views of immediate superiors of Company Grade Officers
in the upper left; and (5) the views of immediate subordinates of Company
Grade Officers in the lower left, with superiors and subordinates both
describing the leadership of Company Grade Officers,

Figure 2 focuses on the leadership behaviors which are done or
displayed most frequently, As in Figure 1, five lists are presented.
This figure is basically a description of perceived leadership behavior,
On the left side of Figure 2 are descriptions of Company Grade Officer
leadership as perceived by superiors of Company Grade Officers and by
subordinates of Company Grade Officers. 1In the center of the figure is the
Company Grade Officer's description of himself and at the right his
description of his superior and his subordinate.

Figure 3 focuses on the leadership behaviors which individuals feel
should be done most frequently. The five lists in Figure 3 are basically
expectations or lists of desired behavior. On the left of ths figure are
listed the behaviors which superiors and subordinates expect or desire
most frequently from Company Graue Officers. In the center are the
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Company Grade Officer's expectations of himself and on the right the
behaviors which he expects from his superior and the behaviors which he
expects from his subordinates.

Figure 4 focuses on potential problem areas or shortfalls. Shortfall
has been defined liere as the difference between how frequently a behavior
is done and how frequently it should be done, weighted by the importance
of the behavior. As a mathematical formula, shortfall can be represented
as below:

shorttall =(§xpected or - Actual or per- x Importance
esired frequency ceived frequency

The concept of shortfall combines all three of the aspects of leader-
ship presented in Figures 1, 2, and 3. The basic idea of this concept is
that if an individual feeis that, for example, his superior should always
be easy to understand but in fact perceives him as seldom easy to under-
stand, a problem exists. If the individual feels that being easy to
understard is not an important behavior, then this problem is probably not
very serious. However, if the individual feels that being easy to under-
stand is very important (as did most of the individuals in the study) then
the problem is very serious and demands corrective action.

The largest shortfalls in Company Grade Officer leadership behavior
as seen by superiors and subordinates are listed on the left of Figure 4,
The largest shortfalls in their own leadership behavior as seen by Company
Grade Officers themselves are in the center and the largest shortfalls

which Company Grade Officers see in their superiors and in their subordinates

are listed on the righ=.
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LEADERSHIP BEHAVIORS THAT ARE SEEN TO BE MOST IMPORTANT

LU G L

v . .
Superiors' View of Company Grade Officers Company Grade Officers' View of Superiors
- 1. RE YZIPS WX INFORYED OF THEZ TRUZ SITUATION, OGO 1 BT 1S WILLING TO SUPPORT IS SUBORDINATES
3 . u‘:g'rsu:i “‘”‘wﬂw‘ :Mm}m az;ncz 2 HEZ 1S TECENICALLY COMFETINT TO PERFORM XIS DUTILS.
3 ) - 3. HZ COMUNICATES EPFECTIVELY VITH HIS SUBGRDINATES.
3 5. HZ OKNS HIS MM AND THEIR CAPABILITIES. . HE XMMS HIS NIN AXD TREZIR CAPABILITIES
3.5. HE 1S TECMKICALLY COMPETENT TO PZRFORM MIS DUTIES. 5.5. HE 1S AMARE OF TE STATZ OF MIS LMIT'S WORALZ AXD
S.  ME 1S AMAREZ OF THE STATE OF HIS UNIT'S MORALZ AXD T 08 ALL HE CAX TO WAXZ 1T HICH
. DOELS ALL MI CAN TO MAXE IT OCH. FORIED ¢ coR
¥ 6. K COMUNICATES EFFECTIVELY VITH HIS SUBORDIMATES. 3.5 "Az‘ﬁb'“,zn aLL gﬁﬁ::usxmna.
3 7 HE ESTABLISHES AND MAINTAINS A HICH LEVIL OF ; L 1S APPROACHABLE :
= g DISCIPLINE. . LETS oS oM
3 § 3. HE LETS THY WIMBERS OF HIS UNIT IOWM WHAT IS s. ":D(,m;uw ,,,,;'f or s twix VmT 15
= IXPECTED OF THDM .
5 . 9. HE 1S ZASY TO UNDERSTASD
8.3 HE APPROACHES EACH TASK IN A POSITIVE MANNEX. AXDARDS AN
: 10.  HE SETS THE DXAMPLE FOR HIS KEN ON AND OFF DUTY. 10. HE SETS WIGH ST. or rear £

‘ Company Grade Otficers’ View of Themselves ’

. AN TECHXICALLY COMPETENT T0 PERFORM MY DUTIES.

COMMUNICATE EFFFCTIVILY WITH MY SUBORDINMATES.
LLING TO SUPPORT Y SUBCRDINATES.

NN MY MEN AND THEIR CAPASILITIES.

AR

£ OF THE STATE OF MY UNIT'S MORALE AND DO

CAN 1O MAXKE IT HIGH.
MEMBERS OF My UNIT QAW WHAT 15 EXrECTED
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$ SET MICH STANDARDS CF PERFOKMANCE
1 EXPRESS APPRECIATION WHEX A SUSCRDIKATE IXES A
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b Subordinates' View of Company Grade Officers Company Grade Oificers' View of Subcrdinates 3
3 i. HE 1S WILLING TO SUPPCOPT HIS SUBORDINATES. H e IS TECHMICALLY COMPETINT ~0 PIXFORSt HIS DUCIES. I
;: 2,5, HE IS AMARE OF THE STATE OF WIS UNIT'5 MIRALL AND 2 WE KEFTS M2 IETORMED OF THE TRLT SITUATION, COXO -
u DOES ALL HE CAX TO MAXE 1T MICH AND BAD, UMuEZ ALL CIRCUMSTANCES 3
A 28 HE XEEPS WZ INFORMED OF THE TRUEL SIUTUATIR €OCT H HE SETS HIGH STANDARDS OF PEAFORMAMCE. _%
3 AXD BAD, UMDIX ALL CIRCUYSTANES 4 L OKONS HIS ME¥ AND THEIR CAFPABILITIZS. H
- & KL KAONS HIS MEN AND THEIR CAPASILITIES. -, HE COMEMICATES EFFECTIVELY VITH MIS SURCRDIMATES. =
;. $.9. KE COMGMICATES EFFECTIVELY WITH HIS SUBORDIKATES L HF IS AWARF O ThT STATL OF NI$ INIT°S MORALL AO 3
= 9.5, ME 1S TECHWICALLY COOCETENT TO ERFORM HIS DATIEs SOES ALL M1 A/ T2 AXKE 1T MICH. =
= 7. HI 1S EZASY YO UNDIRSTAND. ° ? MF LTS TRE KOS OF HIS UMIT XNOW WHAT 1S o
8.5. HE SETS HICH STANDARDS OF PIAFORMANCL. ESTEITED X THM ¥
8.5. HE IS APPROACHABLE " Al APPRUACHES EACH TASY IX A PCSITIVE WANNER, =
10, HE LETS THE XEXGERS OF HIS UNIT KNG WHAT 1> §.5. RIS FASY 10 UnCERSTAND. =
EXPECTED OF THOM. 93 N} ESTARLISHES AND MAINTA{NS A HIGH LEVEL OF -‘:
JSCIFLIRE =
f LY
3 3 :
Figure | ES
H
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LLADERSHIP BEHAVIORS THAT ARE DONE OR DISPLAYED MOST OFTEN

Superiors' View of Company Grade Oticers

Company Grade Ofticers' View of Superiors

APPROACKES EACH TASK IN A POSITIVE MANDD,

SETS HICH STANDAADS OF FPERFORMANCE.

ASSIGNS IMMEDIATE SUBCKRDINATES TC SPECIYIC TASKS,
IS VILLING TO SUPPORT KIS SUBORDINATES.

SETS THE EXAMPLE FOR KIS MK ON AND OFF DUTY.
TAKES APPROPRIATE ACTION ON MIS OWN,

COMRNICATES ELFPECTIVELY VITH HIS SUBORDINATES.
HE LETS THE MEMBERS OF HIS UNIT KNOW WHAT 1S EXPECTEDS

1. HE 18 APPROACHASLE, L. HE 15 APPROACHABLE.
2. HE £ TEOUNLCALLY COMPETTNT YO PERFORM H1s DUITES. O 3
J. HE I3 WILLING TO SUPPORY HIS SUBORDINATES. 3. NE
b.  HE APPROACHMES PACH TASK IN A PUSITIVE MAXKER. -, KE
5. HE COMMUNTCATES EFFECTIVELY WITH MIS SUBORDINATES . HE
6. HE IS FASY TO UNDIRSTAND, 6. HE
8. HE KNQWS H1S MEN AND TMETR CAPASILITIES. 7. EE
8. NE KEEPS ME INPORMED OF TAZ TRUT SITUATION, SOXD 5. HY IS EASY TO LNDERSTAND.
AND 3AD, UMDER ALL CINCUMSTANCES, 9. M
8. NHE SETS THE tXAMPLY FOR WIS MEN UN AND OF7 DUTTY, 10.
10, HE SE¥S THAT SUBORDINATES HAVE THE MATERIALS M) OF TREM.
NEED TO WORK WITH. :
‘ Company Grade Otficers' View of Themselves
L. T AM APPROACHASLE.
2. T AY WILLIPC TO SUPFORT 7 SUBORDINATES,
3. T EXPRESS ATPBECIATION WHEN A SUBORDINATE DOES A
SO Jos. '
S0 1 CUMOUNICATE EFFXTIVELY WITH s SUBOKDINATES.
5.1 AM TECHNICALLY COMPETENT T PERPORM MY DUTIES.
6. 1 SET HILE STIANDARDS OF FEUPORMANCE,
T 1 APFRUNCH EACH TASK IN 2 POSITIVE MAMNEE,
V. I TAFE APPROPRIATE ACTIA ON MY OWN.
’ 1 KNCW My MEX AND THETA CAPASILITI
Yoo 3 SEEP OTHERG INFORMED OF [HE TRUE SITUATION, Clui
AND BAL, UNDIR ALL CIRCIMSTANCES,
Subordinates' View of Company Grade Officers
N HE 1S APPROACHABIE. . 1
2. HE 15 TROKMCALLY CMPETENT T0 PORZORM HIG MITIES. . AAm?
3. HE APPROWCHES FACH TASK N A POSITIVE WANNLE . HE IS APTROACUSLE.
. HE IS WILLING T SUPPORT H1S SUBAUMDINATES. “:5
5. WE COMMUNICATES EFFRCTIVELY WITN I3 SIERATES “.
3. rE 1S ZAST T UNDFRSTAND.

HL SETS HICK STANDAMIN OF PERFIWMANCY,

He ASSIING IMMESIATE SUBORDIRATES TG sPtCivin "AGYHS
ME SETS THE SXAMPLE PR HLS Men ON AMD oFF LT

ab LETS THE MEMBERS OF #IS5 UNIT FNOW WHRAT 1%

FXPLLTED OF TrM,

$

L

- Company Grade Officers' View of Supordinates

. HE {5 TECRNICALLY COMPETENT TO PERFORM HIE DUTIES.

HE 18 WILLING TG SUPPURT H15 SUBORDINATES.

. HE KNOWS HIS MEN AND THEIR CAPASILITIES.

5. HE SEES THAT SUBORDINATES HAVE THE MATERIALS THEY
NEED TO k¥ WITH.

HE C®CONICATES EFFECTIVELY WITH KIS SUBORDINATES.
I YEFPT ME INFURMED OF THE TRUE SITUATION, GOOD

€. HE OFFFRS NEJ4 AVPROACHES TO PROBLEMS.
7. ME 15 EASY TO UNDEZRSTAND.
&,
9.
Al AD, UNDER ALL CIRCIMSTANCES.
N HE APPRGACHES FACH TASK IN A POSITIVE MANNER.

v

gure 2
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l LEADERSHIP BEHAVIORS THAT SHOULD BE DONE OR DISPLAYED MOST OFVEN %
¥ o 5
{, 4
- . E |
Superiors® View of Company Grade Ofticers Company Grade Officers' View of Superiors %
L. KX SETS NICK STANDARDS OF FERromMANCE. 1. W IS TRECEKICALLY COrOCTENT TO PIRFORN WIS DUTIES. 2
- 1. NELETS % T MDMEES Of HIS UNIT KW VAT IS 1. W COMMICATES ZFFECTIVILY VITR HIS SUBORDIMATES. %
TXPECTED OF THIN, 3. WIS ZAST TO UBDERSTAND.
X 3.5, MZ SETS THZ EXNCILE FOR HIS MEX OF AMD OFF DNTY 4. KZ SETS RICH STAKDARDS OF PER/CRNANCE.

: 3.5, WE XL M INFODAED OF THE TAVE SITUATION, COCO 6. K LETS THY DSOS OF NIS UMIT DNOJ VIAT I3 7
: AXD BAD, UMDIR ALL CISCIMSTANKCES. LI OF THEX. 4
- S.  KEIS TITKICALLY COPTTONT TO PIRFORA HIS DUTIES 6. W IS VILLING TO $UPPGRT WIS SUBORDIKATES. 2
- . ¢ MI COMUXICATES DFTECTIVELY VITH NIS SUSCROINATES. 6. WE OSGMS KIS IR AJD THEIR CAPABILITIES. =
. 7S, ML APYROACHES waCH TASK M A POSITIVE WANKIR. $. KT IS APPROACWABLE. 3
4 2.5, MI PMWS HIS MEN AXD THEIR CAPAMILITIES. 9. HE APPROACHIS LACH TASK IN 4 POSITIVI RATXRR. =
S, MY 1S AMARE OF THL STATZ OF KIS UNIT'S MORALZ AND 10. W SETS THE ZXANPLZ FOR NIS KN ON O OFF DUTY. £

~ DOES ALL HT CAX TO MALY IT HICM. ,Ez
10, HT IS EASY TO UNDERSTAND. Z

E

A =

‘ Cempany Grade Otiicers' View of Themselves ’ 2

=z
; ‘_
-4 1.3, ! COM@WICATS EFFECTIVELY VITH NY SUBORDINATES 2
- 1S 1 AN TECKNICALLY COMPETINT TO PORFORN WY OTIIES, S
3 3 1AM ZASY 10 LDERSTAND, 3!
= 4 ! LET THE MEMBIRS OF MY UNIT 1OWW WHAT 1S £XPECTED . ]
E oF THIN, <
1 S 1AM APPRGACHASLE, &
[ IOANOW MY MEX AND THEIX CAPABILITILS. e
; ’ T SET HICH STANDARDS OF PERFORIANCE, !
- L] 2 APPROACH ZACH TASK IN A FOSITIVE WAER. =
r 9 1 AM AVARE OF THE STATE OF MY UNIT's MORALL A §
. 90 ALL © CAX TO MAXZ IT HIGH. z
£ 0 1 SET THE EXAMPLE FOR MY SZn ON AM™ T DUTY, é’%
3 £
E t
3 2
: 3
3 =
: 2
3 =
. Subordinates' View of Company Grade Officers Company Grade Officers’ View o Subordinates %
; 1.3 HE 1S EASY TO UPDERSTAND 1. KZ 1S TECHMICALLY CONGETENT TO mrc:n s pories. F
¥ 1S HE COMRSICATES EFFECTIVELY VITH MIS SUBCROUMATES. 1 W SETS HICR STAXDARDS OF 2
X 3. W 1S TECHNICALLY COOPETINT TO PERFCRE HIS DUTLLS. 3. ME XEZFS XE INTORNED OF TME TRUT sxmma com z
3 4 HE SETS NICH STANDARDS OF PERTORMANCE O RAD, UXDER ALL CIRCUMSTANCES. 3
: S, HE IS WILLDK TO SUPPORT A1S SUBORDINATES. 4. KT LTS THE MDGIRS OF HIS IMIT DN VIAY 18 z
3 £.5. HE TS HIS 1N AXD THEIR CAPABILITICS. EXPLCTED OF THDN, %
3 6.5, KL 13 AYPAGVUARLL, 5. HEI COPRNICATES EFTECTIVELY VITH HIS SUBORDIMATES. 2
3 2.5, ¥L ATPROACICS EACH TASK 1M A POSITIVE MANMER, 6. MEZ 15 ZASY TO LIDERSTAND. 3
= 5.5 HE 1S AMARE OF TMZ STATE OF HIS UNIT'S MORALL AND 7 NI APPROACIES TACK TASK IN A POSITIVE MANKIX. Z
= DOES ALL ¥E CAF TO MARX IT HICH S. M IS APPROACHABLY. E
3 10, HI LITS THZ MD®EAS OF KIS UNIT KNOW VAT 1S 9. ML XMUS i3 MEX AXD THEIR CAPARILITIES. 3
EXPICTED C¢ THDN, 10 HE SITS THD DXANILL FOR HIS MO OR AXD OFF DUTY. -
®
Figure 3 =]
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LEADERSHIP BEHAVIORS HAVING THE HIGHEST SHORTFALL

Superiors' View of Company Grade Officers

Company Grade Officers' View of Supericrs

1. HE SIES TO T THAT PPOPLI DI NIX WORX UP 10 1t KZ 1S TECHNICALLY COOEITINT TO PERFORM II§ DUTIES.
THEIR CAPASILITIZS. 2. KE IS AMARE OF THE STATE OF NIS USIT'S MOBALZ AND
2. I LETS TMZ MIDEIRS OF HIS UNIT KNOW WHAT IS DOES ALL UE CAX TO WAKZ 1T MICX.
IXTUCTED OF THDX, ). HZ KZLPS ¢E IXTORMED OF TRZ TRUE SITUATION, GOXD
3. M SETS MICH STAXDAADS OF PERFORMANCE AND BAD, UNDEX ALL CIRCUMSTANCES.
o4 VI ISTABLISMES AXD WAINTAIKS A HICH LZVZL OF 4, M SYES TO IT THAT PLOPLZ IXDER MM WRK UP 10
DISCIPLINE. THEIR CAPABILITIZS.
S HE CONSTRUCTIVILY CRITICIZES POCR PIRFCRMANCE 5 M COMMENICATES EFTECTIVELY VITR IS SUBORDLMATES.
6. KE IS ANARE OF THY STATZ OF XIS UNIT'S MGRALE AND 6. I STAMDS UP FOR HIS SUBGRDIKATES LVIN TMOUCK [T
20£S ALL HZ CAN TO MAKE IT HICH. MAKES KINM UNPOPULAR WITK WIS SUTYRIZR.
7 RE TRAIKED AND DIVEZLOPED IS SUBGRDINATES 7 HE XNONS HIS MEX AXD THEIR CAPASILITIES. l
8 NI KZEPS W INFORMED OF THI TRUT SITUATICH, COCO 8. RE LETS Tuf MDBEZRS OF HIS UWIT KK WEAT !S
AXD BAD, UNDER ALL CIACUISTANCES EXFECTED OF THEX.
9 HZ SETS THE DXAMPLE FOR MIS WEN ON ANS OFF DUTY 9. M2 COMSTRUCTIVELY CRITICIZES POCR FIRFORMANCE
10 HE KNOWS KIS MEN AND THEIR CAPABILITIES 10. HE Is ZASY 70 LIDERSTAXD.
=¥
! Company Grade Officers' View of Themselves ‘
! 1 SEZ TO IT THAT PLCPLZ LWOLR IC VORX UP T0 TELIR
CAPASILITIES
2 1 AX EASY TO UDESTAD
3. 1AM SELFISH,
4. 1 LET IME MEMBERS OF MY UNIT KNOV WMAT 1S EXPECTE
o THDM
s I X3C/ MY MEN AND THEIR CAPARILITIES.
¢ 1 AN TECHNICALLY COMPETENT 1O PLRICEN WY DUTIES.
? ! COMAWICATE EFFEICTIVELY VITH MY SUBGRDIRATES.
8. i AM AMARE OF THE STAT? OF MY UNIT'S MORALE AND
DO ALL ! CAN 10 MAKE IT HICH.
#9551 ESTADLISH AN MAINTALN A HIGH LEVLL. OF
BISCIPLINE
9%, 1 SET HIGH SIANTWADS OF PLRFORMAME
Subordinates' View of Company Grade Officers Company Grade Officers’ View of Subordinates
I HL 1S A«ARE OF THE STATE OF HIS UNIT § MBALL A¥D I K0 SEES TO IT TRAT 7EuPLE VNDER HGM #ORK UP YO
DOES ALL HE CAN T0 HAKE [T WISk THEIR CAPARILITIES.
7 MR MILPS ¥ INFORGED OF THE TXUL SITLATION, SO ?  HE IS AMARE OF TXE STATE Cf KIS LWIT'S MCRALT AXD
AXD BAD, ONDIR ALL Ul OOTANCES DX ALL HT CAX TO HAXZ IT HICK.
3 ME SIZS YO IT THAT PLOPIE TBTG dIM WP P . 1 NP SCTS FIGH :TANDARDS OF PIRFORMANCE.
THESE CAPABILITIES. < HE LETS THE MOGERS OF WIS UNIT ISk WHAT IS
o HP QO AIS “EN AND TREIR CAPABILITIES. LXPECTED OF TION.
U uE STANDS TP FOR m°T SIBURDINATES BVEN TRRCH LT 5 HI CONSTRICTIVILY CRITICIZES POOR PIRSCRMANCE
MAFES HIN INPOPMLLAR STT™ HIS SUPLALIR s KE USTABLISHES AND MAINTAINY A XiCH LpvDL OF
o L ESTARL . OHES AND MAIWTAINS A nied .EvEL F DISCIPLIST
DISCIPLINF 7 ML KELPS MY INTORMED OF TRE TRUZ SITUATION, COOD
© WL TRAINED ASL DEvLIUPED HIS SUBORDINATES AXD EAT UNDER ALL CIRCUGTANCES.
& HE COMSTAUCTIVILY CRITIZIIFS PUCR PEXFORMANCE A HL SETS THE DIATLE TOR HIS MEX O AND oFF DXTY
3 KT LTS TP MIGERS OF HIS NIZ IOKM WHAT 19 s HE TRAINLD AND DEVAIUTED HIS SUSCRDINATES

EXPECCD 3 THEM,
RE MENI.ATES EFFRTING. w. 9 Al tlBimDIXATE.

hegazive shortiais

i.@,, 8 Benavisr percelved [ De perfsrmed wcle laat

Figure 4
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MY APPROACHLY ZACH TASK IN A POSITIVI MANNER
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DISCUSSION

The preceding four figures are direct answers to the eight questions
listed in the introduction, These answers are based on averages of large
groups of individuals in many different jobs throughout the Army and do not
fit any one single Company Grade Officer precisely. The questions and the
answers, however, should be an adequate guide and starting point for a

Company Grade Officer in examining his own leadership or in developing that
of his subordinates,

Superior-Subordinate Roles.

In Monographs # 3 and 4 dealing with Junior NCO and Senior NCO leader-
ship, it was noted that there was a marked similarity between the views
that subordinates held of NCOs and the views that the NCOs held of their
superiors., The same similarity existed between the superior's view of the
NCOs and the NCO's view of their subordinates. Within the Company Grade
Officer module, this similarity between grovoss in comparable roles is much
less noticeable, although still present to some extent,

This difference may result from the leader-commander distinction
mentioned in the introduction. Essentially subordinates of Company Grade
Officers locking up at their superior are viewing a "leader," while Company
Grade Officers looking at their own superior are viewing a "commander,"

To the extent that this distinction is perceived by those involved, a
difference in expectations would be predictable,

Shortfalls in Company Grade Officer Leadership.

Both Company Grade Officers and their superiors agree that the greatest
shortfall in Ccmpany Grade Officer leadership is "seeing to it that people
under him work up to their capabilities." Even subordinates, who might
expected to be less concerned with such directly task-oriented, see this
as the third largest Company Grade Officer shortfall. The shortfall in
this particular behavior strongly substantiates that time-proven verity of
basic Army leadership which stresses, "Know Your Men." It says, in effect,
that the Company Grade Qfficev should put far more time and effort into
knowing in detail the characteristics and capabilities of each subordinate.
There i{s much latent potential there, untapped and unused, perhaps because
personnel turbulence or a multitude of other requirements drain away the
Company Grade Officer's precious reserves of time,

In the list of ten greatest Company Grade Officer shortfalls as seen
by Comrany Grade Offirers themselves, three behaviors are listed which do
not appear on either the superiors' or subordinates' lists, These
behaviors are "I am easy to understand," "I am selfish,"” and "I am technically
competent to perform my duties.'" Since neither superiors nor subordinates
see these as particularly significant shortfalls, this would indicate that

these three areas are probably not as great a source of problems as Company
Grade Officers believe them to be,

5-9
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The superiors' 1ist and the subordinates' list of Company Grade Officer
shortfalls each contain only one behavior which is unique, For superiors,
this behavior is "he sets the example for his men on and off duty" and for
the subordinates the unique shortfall is "he stands up for his subordinates
even though it makes him unpopular with his superiocr."” The minimum amount
of uniqueness illustrates well that the Company Grade Officer is not subject
to the widely divergent expectations on the part of his superiors and
subordinates which were found for Senior NCOs (s<2e Monograph # 4, Senior
NCO leadership).

Superiors and subordinates of Company Grade Officers agree on only
three leadership shortfalls which do not appear on the Company Grade
Officers' own list., These shortfalls are, "he trained and developed his
subordinates," "he keeps me informed of the true situation, gcod or bad,
under all circumstances," and "he constructively criticizes poor perfcr -ipre."
Obviously, these are potential leadership problem areas, especially difficult
to solve because they are not seen as significant by the Company ¢rade
Officers, However, with the exception of these th-ee behaviors, it appears.
that Company Grade Officers are relatively aware of the shortfalls they do
have., This would tend to substantiate the finding from the original
Leadership for ti.e 1970's study that Company Graie Officer leadership is in
comparatively good shape.
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. ANNEX A
) 43 LEADERSHIP BEHAV1ORS

3 HE LETS THE MEMBERS OF H{S UNIT KNOW WHAT IS EXPECTED OF THEM.
4 HE TS EASY TO UNDERSTAND.
HE TRAINED AND DEVELOPED HIS SUBORDINATES.
- HE EXPRESSES APPRECIATION WHE!! A SUBORDINATE DOES A GOOD JOL.
> HE IS WILLING TO MAKE CHANGES IN WAYS OF DOING THINGS.
y HE TAKES APPROPRIATE ACTION ON HIS OWN.
» , HE [S THOUGHFUL AND CONSIDERATE OF OTHERS.
& HE OFFERS NEW APPROACHES TO PROBLEMS.
HE COUNSELS HIS SUBORDINATES.
HE SETS HIGH STANDARDS OF PERFORMANCE.
x HE TS TECHNICALLY COMPETNT TO PERFORM WIS DUTIES.
3 HE APPROACHES EACH TASK IN A POSITIVE MANNFR.
3 HE CONSTRUCTIVELY CRITICIZES POOR PERFGRMANCE.
7 HE ASSIGNS IMMEDIATE sUBORDINATES TO SPECIFIC TASKS.
E HE IS WILLING TO SUPPORT hIS SUBORDINATES.
3 HE KNOWS HIS MEN AND THELR CAPABILITIES.

AN,

] HE IS APPROACHABLE.
B HE GIVES DETAILED INSTRUCTIONS ON HOW THE JOB SHOULD BE DONE.
T3 £ STANDS UP FOR HIS SUBORDINATES FVEN THOUGH IT MAKES HIM UNPOPULAR WITH
4 HIS SUPERIOR
HE LETS SUBORDINATES SHARE IN DECISION MAKING.
HE CRITICIZES A SPECIFIC ACT RATHER THAN AN IND1VIDUAL.
g HE SEES THAT SUBORDINATES HAVE THE MATERIALS THEY NEED TO WORK WITH.
=3 HE RESISTS CHANGES IN WAYS OF DOING THINGS.
HE REWARDS INDIVIDUALS FOR A J 3 WELL DONE.
HE SEEKS ADDITIONAL AND MORE ‘{PORTANT RESPONSIBILITIES.
HE MAKES IT DIFFICULT FOR HIS SUBORDINATES TC USE INITIATIVE.
HE SEES TO IT THAT PEOPLE JNDER HIM WORK UP TO THEIR CAPABILITIES.
HE CRITICIZES SUBORDINATES IN FRONT OF OTHERS.
HE IS AWARE OF THE STATE OF HIS UNIT'S MORALE AND DOES ALL HE CAN TO
MAKE IT HICH.
HE TS SELFISH.
HE KELPS ME INFORMED OF THE TRU SITUATION, GOOD AND BAD, UNDFR ALL CIRCUM-
STANCES
. HE TREATS PEOPLE IN AN IMPERSONAL MANNER--LIKE COGS IN A MACHINE.
> HE DISTORTS REPORTS TO MAKE HIS UNIT LOOK BETTER.
HE BACKS UP SUBORDINATES IN THEIR ACTIONS.
HE COMMUNICATES EFFECTIVELY WITH KIS SUBORDINATES.
HE EXPLAINS THE REASON FUR HIS aCTIONS TO HIS SUBORDINATES.
HE ESTABLISHES AND MAINTAINS A HIGH LEVEL OF DiSCIPLINE.
HE DRAWS A DEFINITE LINE BETWEEN HIMSELF AND HIS SUBORDINATES. )
. : hi [5 OVERLY AMBITIOUS AT THE EXPENSE OF HIS SUBORLISATES ANy HIS UNIT.
R HE SETS THE EXAMPLE FOR HIS MEN ON AND OFF DUTY.
T HE FAILS TO SHOW AN APPRECIATION FOR PRTORITIES OF WORK.
3 HE DAMANDS RESULTS ON TIME WITHCUT CONSIDFRING THE CAPABLLITIES AND
3 WELFARE OF HIS UNIT.
ok HE HESITATES TO TAKE ACTION IN THE ABSENCE OF INSTRUCTIONC.
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